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FOREWORD

This study is a final draft submitted to DAMO-SSP in accordance with
the provisions of Contract No. DAAG 39~78-C-0120.

The tasks are to identify and analyze lessons that shouid be learned
from three decades of US involvement in Vietnham. This is Volume VI of the

Study.

Volume I
Volume 1I
Volume III

Volume IV

Volume V

The Enemy
South Vietnam

US Foreign Palicy and Vietnam
1945-1975

US Domestic Factors Influencing
Vietnam War Policy Making

Planning the War

volume VI

Conduct of the War

Book 1

Operational Analysés _ ;ﬂfﬁfi

" Baok 2

[S

FunctibnairAna1ysés

Volume VII
Volume VIII

. i » ‘ 7
The Soldier /é??ﬁ?)%g

The Results of the War

The views of the authors do not purport to reflect the positicns of
the Deparizent of the Aray or the Departzent of Defense.



PREFACE

A.  PERSPECTIVE OF THE STUDY

This volume, Conduct of the War, is the sixth of an eight-volume study
entitled A Study of Strategic Lessons Learned in Vietnam, undertaken by the
BOM Corporation under contract to the US Army. This comprehensive research
effort is aimed at identifying lessons which US military leaders and US
civilian policy makers should have learned or should now be learning from
the US experience in Vietnam. Because of its size, this voiume is divided
into two books: Book 1 deals with ground combat operations in each phase
of US involvement in Indochina and also treats the air and naval wars plus
unconventional operations; Book 2 deals separately with the functional
aspects of that war. .

Since World War I, the "American Way of War" has become increasingly
based and dependent on science, technology, and overwhelming materiel
resources which translate into superior mobility and massive firepower.
Our military presence is pervasive apd its costs are high in money and
things, but it repays these expenditures through the saving of US lives and
limbs. This is 3 natural and logical approach for an extremely wealthy
country which places a high value on the individual citizen. Although mych
of what we do best proved to be inappropriate or even counterproductive in
the pature of the eavirorment and conflict in Vietnam, our normal response
was typical of most large bureaucracies: do more of the same, better.

These generalizations obviously conceal many exceptions, but thay do
help explain why we were so often out of our element in the unigue - for
us ~ confiict in Indochina. Our politicians, diplomats, and soldiers feel
much more comfortable in a European environment, where science, technology,
“gadgets" and our sort of rationale weigh heavier on the scales than they
did in Southeast Asia.

Our data and analyses show that we did many things in Vietnam quite
well; unfortumately, in the long run, many of our proudest achievements
cowe back to haunt us. Conversely, a significant number of these “success
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stories" might well be invaluable, in either the deterrent or war-fighting
roles, in a different arena for even higher stakes.

For the most part, this book examines those functional areas which lie
on the material or scientific wing of the military spectrum. Even in
relatively "soft" arenas such as intelligence, command and control, and
psychological warfare, we too often reverted to form and attempted to solve
the problems through organization, hardware and quantifiable data. This
approach becomes self-defeating when it 1limits and dominates the intel-
lectual process to exclude the exercise of common sense.

B. PURPOSE OF VOLUME VI, "CONDUCT OF THE WAR," -- BOOK 2

x\'fhe purpose of this book is to provide separate analyses of several of
the functional aspects related to conduct of the war in Vietnam. Land,
air, sea and river, and clandestine operations are analyzed in Book 1.
This book responds to the Request for Proposal (RFP) dealing with the
following subtasks:

[ r'jy.elli gence.- determination of the extent to which initial US
inténigénc‘é) estimates were correct; description of the
resources avdilable to US policymakers and the record of reli-
abitity; and a description and analysis of the intelligence and
countepisitelligence efforts throughout the war, to include an
-ﬂiﬁiion of the Phoenix program.

[ ] V_l:og_;’sti‘gs;,—xjiet:emirfation ef 'be &t.tgqua.c‘y .of leg!ist,iés potic-
ies, organitation, and continge~., ,:awniing; the impact of the
sophisticat&d US logistics system and comfortable lifestyle on US
troops and RURAF; evaluation of the security of legistics instal-
,l_at‘vﬁn/s and operations, and US financial management.

e SCommand and Contrgly- description ang assesswent of the relative
effectiveness of ycomand and control structure.

® glhe_ﬁdvj50rg4_£§f_0:ft.;;~\\description of the roles of US advisors
and the major stremgths..and shortcomings of US programs, polic-
ies, and advice; detemiuatM the adequdcy of training;

vi \‘\
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determination of i"the positive and negative effects that US
¢ advisors and progyams had on nation building and war fignting;
and description oﬁ the major implications for the USG and the US

Army.
. Nosxchologmal Oget‘atlons-- description and assessment of formal

E US and allied PSYOP e orts, particularly as they related to

success or faﬂur chieved by the enemy in country and inter-

al

nationall
\ Civil foairs',- description and assessment of the civil affairs
cencept, strygture and policies of the US Armed Forces in RVN.

° C}Mgasures of Progress - Kegging ‘Score)-- assessment of the statis'g-

jcal factors uséd by US authoritigs to measure progress 1in !

Indochina. : L

° %)Technologx‘;, det‘ermmat\on of the extent to which technology
<g)‘:"d"f\’e‘med or hindered the US and allied war effort.

L "Allies - description and assessment of the impact of allied

ion inithe war effort. . :

. €.  THEMES THAT EMERGE INNVOLUME VI, BOOK 2

Since each of the cﬁap&w of this book deals with a distinct sub- 5
ject, no one theme stands out except that the US effort in RVN was |
greatly fragmented: ' _ i

) tack of an all-source intelligence capability in country caused

the intelligence effort to be substantially less effective than
it othevrwise could have been; the services failed to shave much :
of their intelligence data with other US components until mearly *
the end 6f the war. S
¢  After its initial gross inadequacies, resulting mainly from the
failure to mobilize reserve components, the US logistical system
was enormously effective in meeting the exhorbitant rvequirements
levied on it; the system was not efficient, however, and proved

vii
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to be exceptionally wasteful and undisciplined while at the same
time failing to meet the needs of RVNAF after the US with~
drawal.

] Lack of appropriate command and control mechanisms seriously
eroded the efficiency of combat operations and contributed to the
anomaly of several separate and apparently unrelated wars.

® US advisors appear to have been effective when advising in
purely technical military matters such as weapons instruction,

' but they were neither trained nor indoctrinated properly for
advising the RVNAF in the politico-military environment which
characterized Vietnam.

) The stereotyped US psychological operations in RVN appear to have
achieved no particular successes, whereas the enemy, whether by
luck or intent, racked up several imp%essive psycholegical vice
tories.

. Early civil affairs activities were generally ineffective; CORDS
was very successful after 1967, and had the US not reneged on
the president's promise to intervene if the DRV violated the
cease~fire, CORDS offered considerable promise of success.

] Statistics provide a reasonable basis for making strategic and
tactical decisions when those statistics are used intelligently;
in Indochina the bady count, tonnages of bombs dropped, numbers
of artillery rounds fired, numbers of sorties launched, unit days
in the field, numhers of patrols dispatched, etc. ,were important
statistics for promotion and decorations but 1n no way did they
measure progress toward achieving US goals. '

e  The evolutionary process for developzent of several weapon sys-
tems was speeded up because of the war in Vietham, and impovtant
developments took place in airmobile tactics, techniques, and
equipment as well as in electronics and ordnance; several tech-
nological developments made it possibie to launch devastating
attacks against the enemy's heartland in the face of an extiremely

sgphisticated air defense system while suffering a relatively iow

viii
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level of casualties, and in this sense technology helped in the
prosecution of the war and has provided, at least temporarily, an
advantage for the US over the USSR with respect to air-delivered
ordnance.

. Except for the Australian and New Zealand forces, the allies in
RVN were solicited and paid for by the US in what proved to be an
unsuccessful effort to create an image of multilateral concern
for the GVN; the ROK forces were feared by tie South Vietnamese
civilians, and their major contribution was the occupation of a
substantial amount of territory; the Thai forces were not combat
effective and might better have been used at home.

0.  HISTORICAL-CHRONOLOGICAL OVERVIEW QOF BOOK 2

Figure VI-1 reflects selected events that relate to the conduct of the
war in Indochina. Each of the chapters of this book deals with a distinct
topic and each is treated chronologically. Inevitably there will be some
redundancy within and between the chapters because of the desire to have
each chapter stand by itself. Book | recounts and analyzes the combat
operations in Indochina and providas the background for the functional

efforts described herein,

ix
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EXECUTIVE SUMMARY

This is Book 2 of Volume VI, Conduct of the War. Book 1 describes the
conduct of the ground war in each of its important phases and concludes
with an assessment of air and naval operations and unconventional warfare.
Book 2 is concerned with the functional or specié]ist aspects of that war.
In addition to describing and analyzing intelligence and logistic perform-
ance, this book addresses the serious command and contrel problems that
impacted on the conduct of the war; those problems have yet to bhe resolved
satisfactorily. Other sub-topics include functional areas such as the role
of advisors, psychological operations, civil affairs, measures of progress,
technology, and allied participation and support.

Much of the data presented herein was peculiar to Vietnam and must be
viewed in that light. From these Vietnam-oriented insights, however, a few
important lessons can be identified, par;icularly in the fields of intel-
ligence, logistics and military assistance and advisory activities.

EX-1
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INSIGHTS

Intelligence o The initial absence and subsequent inadequacy of US
intelligence assets in Southeast Asia during the criti-
cal advisory period (1950-1965) and overdependence on
the host nation for information made it wvirtually

[ impossible for US decision makers to get a realistic

g appraisal of the insurgency potential and political and

o social ferment in South Vietpam or the preoccupation of
the DRV with “land refora" (population control) in the
E North. Lacking such essential information, the advice

B . ] and support given by the USG to the GVN was based on

E. faulty analysis and was therefore inadequate tc meet

S the real political and insurgent threats, resuiting in

R the near collapse of the GVN and RVNAF in 1965. This !
| intelligence failure contributed significantly to the

. N USG's commitment of ground combat forces in RVN.

. . ¢ Among senior officers and within the intelligence

. community, there appears to have been a lamentable lack |

, of familiarity with the enemy's doctrine, organization,
s 8 strategy, and tactics coupled with a related failure by
: most to read and understand the writings of Mao, Ho,

Giap, and others, or to try to learn from the French

experience against the same enemy. Those who did under-

stand the enemy apparently were unable to articulate
their concern or knowledge at high levels within DOD
and the administration. Had a better understanding of

2 the enemy's modus operandi existed, the VCI would have .

N been an early priority intelligence target. Since the '
infrastructure was not targeted early enough, it was
able to become entrenched and to foment insurgency with
marked afficiency.

° Concentration in the Reserve Component of substantial
numbers of personnel with various intelligence M0Ss
left the active military forces with insufficient
deployable intelligence specialists in 1965, and that

S critical shortcoming resulted in an intelligence prod-

s . f uct that was considerably lower in quality than it

3 3 ‘ might otherwise have bean, (Failure to mobilize hurt

. ) ~ the Army and Marine Corps across the boavd, not simply

; S in the intelligence field.)

L 3 o The one-year U§ teur of duty in RVN {nhibited the

N intelligence function and deprived amalysts from gain-

: ing and using the expertise that comes with time on the

. job. o

Y . Excessive reliance on SIGINT by the US and ARVN made *

=g them susceptible to communications deception; ARVN's

poor OPSEC/COMSEC often alerted the enemy and resulted

in hejvy casualties and tactical failure =~ such as in

E LAM SON 719 (1971). US COMSEC was aiso generally very

- S _ poor. I

P8
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The communist enemy in Southeast Asia appreciated
intelligence as a major component of success or failure
and therefore employed every intelligence mechanism
available to him, including peoplie’s intelligence,
while simultaneously practicing generally excellent
COMSEC.

Perhaps the best example of coordinated, top-level,
all-source operational intelligence was Operation
KINGPIN at Son Tay. AlTl of the data needed to execute
that raid with a high (95%) chance for tactical success

without casualties was obtained because of the level of

interest (President Nixon, Dr. Kissinger, Secretary of
Defense Laird, and Chairman of the Joint Chiefs of
Staff Admiral Moorer), thus assuring priority acquisi-
tion and full cooperation by all federal agencies.
Execution was virtually flawless. Failure to free any
US POWs was not an intelligence failure (it was recog-
nized at the time of launch that there was a strong
likelihood that the POWs had been transferred); rather
it is an illustration of the difficulty in obtaining
and acting on time-sensitive, perishable information.
NSA's insistence on conducting SIGINT analysis in CONUS
often delayed the availability of important data beyond
the point where it would have been useful. Further,
analysts in CONUS could not be expected to know and
appreciate the tactical commanders’ requirements nor
could they have access to local collateral information
that would help in the analytical process.

The US and GVN failed to provide for or use effectively
skilled stay-behind agents in and after 1954. This
type of operation requires early pianning, training,
and indoctrimation plus careful preparation. Con-
versely, the DRV anticipated, planned for, and imple-
mented an effective stay-behind program which, in the
early 1960s, nearly toppled the GVN and which provided
valuable HUMINT and other services throughout the war,
US and GVN intelligence apparata focused voo much cn
main force units and not enough on the VCI aerd local
guerrillas until very late in the game. Further, the
focus on enemy “capabilities", not balanced by analysis
of his "intentions", helped to lead to such major
surprises as Tet '68, Lamsom 719 (1971), the Easter
offensive {1972), and the Final (ffensive (1975).

With some exceptions, order of battle intelligence on
PLAF and PAVN main forcr .nits was good to exceilent
throughout US involvement in the war; as a result the
enemy was generally unable to mass and seriously
threaten large US units.
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) Despite the many positive aspects of US intelligence
operations in Indochina (SIGINT, PHOTINT, HUMINT acqui- R
sition and analysis), there is need for a more cohesive
effort between intelligence personnel, commanders, and
policy makers, and between the Service components and
inteiligence establishments.

LESSONS

To support an in-theater intelligence effort, an all-
source inteliigence center, including SIGINT, should be
established under the theater commander (unified,
sub-unified or combined) in country or nearby to fuse
the collected information. Analysts at this center
would require access to the same highly sensitive
information which the senior intelligence analysts in
Washington would have.

Unit commanders and their staffs at brigade and pos-
sibly battalion level should be cleared for SIGINT and
should receive direct SIGINT support during combat
operations to optimize tactical operations and fully
exploit ail-source intelligence.

If the intelligence effort is to succeed in the first
critical period of a crisis, there must exist a suffi-
cient body of trained intelligence personnel in all .
specialties of the intelligence field, and personnel
activities must have the capability of identifying and
assigning to appropriate headquarters, field organiza-
tions, and combat units the requisite intelligence
specialists.

The US still lacks a sophisticated and sound informa-
tion gathering and analytical process to divine and
order probable enemy “intentions" %o supplement the
evaluation of his capabilities.

Supevior military force does not ensure victory without
adequate intelligence. By the same token, an enemy who
is not a technological match for his opponent must
marshal a thorough intelligence and counterintelligence
effort to offset his opponent's advantages in manpower,
firepower, and equipment.

Historically, intelligence training and use in peace-
time for officers in the US Services have been less

EX-4
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than adequate; selection and training of intelligence
. specialists have failed to meet early requirements iIn
major crises. These problems should be resolved at the
top command levels by recognition of the need for a
truly professional military intelligence corps in
peacetime to assure its availability in time of war.

Tha predilection among many commanders and their staffs
= for trying to achieve consensus in the analysis and
5 -4 reporting of intelligence informaticn must be avoided
- at all cost; divergent cpinions and conflicting anal-
yses should be tolerated, 1listened to, and even
encouraged.

| N Insurgents operating in territory familiar to them will
| . succumb to regular forces only if the regulars knew and
A understand their insurgent enemy and then fully exploit
. their own mobility, firepower, communications, and
R other modern advantages without counterproductive
B fallout among any indigenous populace. That requires
good intelligerce.

EX-5
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Logistics
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INSIGHTS

The Army Material Command (AMC), a then newly organized

agency, had primary logistic responsibilities for supporting
the buildup in Vietnam and fostered a number of innovative
solutions to major obstacles:

An automatic supply system which enabled the ipitial
buildup of forces to be supported.

The establishment and operation of the floating air-
craft maintenance facility in Vietnam--the USN Corpus
Christi Bay. That aviation maintenance facility
reduced the pipeline of requirements for high-cost
aircraft components. In FY 68 it overhauled components
valued at $44 million at a cost $6.8 million.

The establishment of the roll-on and roll-off service
between Okinawa, Vietnam, and Thailand, and of the Sea
Land container service to Okinawa and Southeast Asia.
The use of De Long piers in RVN in lieu of permanent
pier construction.

The development of Project Power Float, which utilized
T-2 Tankers as fleating power barges for supporting
Vietnam bases.

The following factors generated unexpected logistical

problems:

US combat forces were committed without the lead time
needed for normal or special logistic preparations.

US military power was applied incrementally with con-
tinual changes in logistic requirements, providing
little opportunity for coherent long~range planning.
Reserve forces apd civilian industry were not mobilized
despite the magnitude of the conflict, making it neces-
sary to rely heavily and excessively on civilian con-
tractors.

Logistic operations of the military departments were
subjected to a degree of contrel at the Department of
Defense level that required the referral of many rou-
tine logistics decisions to high levels for resolution.
Pre-hostilities logistic contingency planning within
PACOM and its component commands failed to provide for
the proper balance between operational concepts and
Yogistic capabilities,

Base development planning failed to receive the prioy-
ity of emphasis required prior to the build-up phase.

The base development program executed in Vietnam was
unnecessarily costly due to the philosophy of importing
into the combat environment a US peacetime living
standard for the committed forces. The unnecessary
costs of the base development program resulted mainly
from the affluent policies of 00D, the Services, and

EX-6
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the in-country comnands. Congressional authorization

. and appropriation acts thus gave the stamp of congres-
sional approval to wastaful practices. .

[} Rapid escalation of the construction program resulted
in loss of effective management control of contractor
efforts, both by prime contractors and government
contracting agencies, resulting in the procurement of
unneeded supplies, equipment, and services. Government.
costs increased substantially and great quantities of
supplies and materiel were lost due to 1nadequate
storage facilities, physical security, and inventory
controls.

. The rapid buildup of US forces in RVN with their accom-
panying supplies and equipment, augmented with the
automatic resupply (PUSH) packages initially, followed
by supplies and equipment which they requisitioned
(PULL), created a virtual log jam of supplies and
sh1pp1ng in Vietnam. Insufficient port capacity and
critical shortages of logistic troops and facilities in
RVN adversely affected our capability to receive,
store, and distribute supplies.

¢ Lack of supply discipline and of confidence in the
supply system added to the problem of large excesses of
equipment and materials, generated by:
e® Requisitioning ltems without adhering to follow-up

procedures.
e Inflating demands and generating multiple issues
. : of items.
e¢ Assigning high priority designations to all requi-
sitions.

ee railing to code requisitions as recurring or
non-recurring

ee Hoarding supplies at unit levels either intention-
ally or because of ighorance of disposition proce-
dures. Even today, Army manuals and doctrine
emphasize forward movement of supply, but little
on the retrograde of excesses,

ee Abusing the “"blank check" policies in the early
stages.

() The Vietnam War was fought under peacetime statutory
and regulatory limitations that were inapplicable to
the situation.

e The limitation on use of Q&M funds for minor construc~
tion was not compatible with reguirements of the combat
zone or construction-cost escalation.

. . Strict application of the Armed Services Procurement
Regulations (ASPR) on use of personai service contracts
is 1mpracticab1e in a combat eavironment. Medification
of the ASPR is requived to permit personal service
contracts in wartime.

EX-7
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The statutory requirement to notify the House Armed
Services Committee before restoring or replacing facil-
ities damaged or destroyed by hostile action in a war
zone is impracticable, and authority for reconstruction
should be delegated to the appropriate in-country
command level.

Depot overhaul could not be accomplished in Vietnam due
to the lack of skills, facilities, and the combat
environment, requiring an intensively managed program
to control the flow of serviceable equipment to Vietnam
and the retrograde of unserviceable assets to out-of-
country facilities for rebuild.

The rapid buildup in RVN without mobilizing the Reserve
Component made it necessary to draw on materiel and
equipment in or scheduled for the Reserves to outfit
Regular units deploying to RVN. The inadequacy of War
Reserve Material and Supplies (WRMS) was underscored by
the Vietnam War. :

Many government-owned production facilities were
obsolete and lacked funds for adequate maintenance and
rehabilitation. The DOD disposal effort resulted in
teco few plants to support contingencies, and the
grossly inadequate industrial mobilization planning
resuited in reduced responsiveness of the industrial
capability.

The retrograde of forces and materiel from the combat
zone (1969-1972) was done while under fire with con-
tinuing high priority support of the in-country forces.
I?f constitutes a unique and remarkably effective
effort,

EX-8
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LESSONS

In future conflicts, US construction efforts should be
a responsibility of the theater command to facilitate
planning, contracting and construction execution. The
Army should have the primary responsibility for con-
struction, although the need for augmentation by con-
struction units from other Services must be anticipated
and planned for.

] Severe constraints must be imposed upon the con-
struction effort, and only opeiationally needed
facilities should be constructed.

° Procedures must be developed to provide effective
management controls over construction contract
efforts, particularly those of the magnitude of
the RVN joint venture contract.

) Overseas major supply bases are required for the
storage of pre-positioned, long-lead-time con-
struction material and supplies to increase
responsiveness. Major overseas depots should also
serve as major supply points for consummable
construction material which will be shipped for-
ward on "as required” basis.

A closed-loop, centrally controlled, overhaul mainte-
nance system utilizing both theater and CONUS facil-
ities is essential for peacetime and wartime mainte-
nance. Additionally, provisions for using such a
closed-lo0p program must be included in mobilization
and contingency plans. It should be noted that the
effectiveness of a closed-loop system depends on the
availability of serviceable assets and the timely
retrograde of unserviceables to the maintenance
centers,

The curvent Army active duty structure fails to provide
for adequate flexibility in meeting facility-engineer-
ing force requirements for continguency operations in
less than a total mobilization.

Failure to practice supply discipiine and fiscal
restraint in the early phases of a buildup, in the
field and at unified command and Service Headquarters
Level, will contribute materially to serious logistical
and fiscal problems and inexcusable waste.

EX-9
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INSIGHTS
Command, There is a great deal to learn from analyses of the
Control, and arrangements employed to plan and control the US and allied
Cooperation war effort in Indochina, but there is little to emulate.

The four main elements of the US strategy for the
conflict (i.e., preparing GVN & RVNAF to stand on their own,
defeating the enemy's strategy on the ground within RVN, the
punitive air war over the DRV, and the quest for meaningful
negotiations), for the most part, were separately conceived
and controlled and at times largely unrelated.

The United States adopted a system of command and
control which it recognized as inherently flawed. The
reasons for selecting such a system were many and varied,
they included: the sensitivity and vulnerabi’ity of the GVN

and RVNAF to the charge of being US puppets; the USG's:
concept of limited war for limited aims; the desire of the

White House to keep tight control over the air war in the
North; the reluctarce of the JCS to infringe on the
prerogatives of the theater and field commander's and
interagency and interservice rivalries. Although each
exception to the principle of unity of command could be
rationalized, the end result was considerable wasted
resources and unnecessary delays and frictions. Whether the
political/psycholagical damage of unified command would have
been a greater negative is hard, if not impossible, to
determine.

The enemy (Lao Dong l2adership) treated Indochina as
one integral theater of war, while the US - to our
detriment - artificially divided it (politically, geograph-
ically, and militarily) into a number of nearly autonomous
feifdoms.

While henefiting enormously from our confusing, ineffi-
cient and costly command and control arrangements, the enemy
was naver strong enough, militarily - as long as the US was
fully engaged in combat - to expose or exploit dramatically
the inherent weaknesses between and within the allied
forces. But after US forces departed he was able to take
decisive advantage of the inherited “contradictions® built
into GUN and RVNAF.

o  Absorbing the US MAAG into and dispersing its functions
throughout MACV was one of several factors that impeded
and delayed "Vietnamization" for several critical years
during the "Big War."

e The multiple and expensive US projects which were
designad to support the RVN Pacification Programs
(under often changing titles) were diffused among
various US civil and military agencies and thus were
competitive, overlapping and generally inefficient
until the new and powerful CORDS organization was

EX-10
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placed under MACV control in mid=1967. The lateness of
this change, however, resulted in too much being
attempted, too fast by tco many, thus overwhelming GVN
and RVNAF.

Over time both GVN and RVNAF were molded increasingly
along US lines; when the American advisors were with-
drawn abruptly, neither had the depth of leadership,
experience, or means to carry on effectively with US
ways, and it was too late to develop their own.

Neither the US nor the GVN ever satisfactorily resolved
the command and control problems inherent in the
concurrent and conflicting demands of territorial/
population security and those of big unt mobile
warfare,

The RVNAF command and control procedures and practices,
while generally suitable for small scale relatively
static combat, for the most part were hopelessly inade-
quate for large scale mobile war.

Presidents Diem and Thieu, as well as the itinerant GVN-
leaders between them, often and deliberately violated
the chain of command and issued orders directly to
subordinate commanders; naturally the RVNAF corps
commanders ignored the Joint General Staff (JGS) when
they so desired. The JGS had too Tittle authority,
power, or prestige to function effectively.

Basicaily, for political and psychological reasons, the
cardinal principle of unity of command (effort) was
flagrantly violated in Southeast Asia and even within
South Vietnam; the substitute formula of "cooperation
and coordination" between national units was unduly
costly in time, tempers, efficiency, monies and blood.
That it worked at all is a tribute to the dedication,
hard work and common sense of a large number of
soldiers at all levels cf command.

The Annual Combined Campaign Plan (CCP) was designed to
coordinate and to arrange the efforts of all the allied
forces in RVN; the evidence examined indicated that it
fell short of expectations and that the war was prima-
rily a highly decentralized one with widely varied
approaches and resylts,

In the early days of the US involvement in RVN, the US
country team in Saigon enisted in name move than it did
in fact. Each agency marched to the beat of its pavent
drummer in Washington; smal) wonder that most people
and programs were usually cut of step with each other.
Dividing the conduct of the war batween PACOM and BACV
was unsound, wasteful and often counterproductive. The
situation would have been much worse if the senior
tompander and their staffs had not worked hard to
“cogperate and coordinate."

EX-11
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° Hawaii was too far from both Indochina and Washington
to play a significantly constructive role in the .
daily - sometimes hourly - intercourse between JCS and
MACV; on balance, CINCPAC was a superfluous link in the
chain of command. .

(] MACV was never a truly joint headquarters, but was . i.
heavily Army; control and intelligence was improved i
significantly in 1972 when 7th AF Headquarters “"moved :
in" with MACV.

(] The fragmented command and control of tie massive
allied air power available in Southeast Asia precluded
proper exploitation of its inherent flexibility, range,
speed and firepower and thus was counterproductive; the
“single manager® concept for US air power in RVN,
agreed to in 1968, proved to be more form than fact
except for a relatively short period.

. The closely held planning and tight control of the
Linebacker II operations by JCS and Headquarters
Strategic Air Command resulted in tremendous coordina-
tion and control problems with PACOM, MACV and 7th US
Air Force; it may have also resulted in unnecessary
losses in aircraft and crews. _

. The centralized control of airpower in a theater of .
operations, outside of NATO, apparently is still a
sensitive and unresolved issue.

® The communications equipment and people eventually i
provided to control and support the war in Southeast '

’ Asia were plentiful, expensive, and generally quite H
efficient. Starting with rags, the communicators ended
with unnecessary riches.

) The wealth and ready availability of electronic commu-
nications resylted in a veritable flood of messages to,
from and within RN, many of which were of a trivial
nature, aided and abetted by the US (and RVNAF) tend-
ency towards poor communications security.

° Short of the President, no single official or agency

_ had the responsibility and authority ta coordinate and
: 3 supervise, on a daily basis, the heterageneaus USG
AN : bureaucracy involved in the complex political-military

conflict in Southeast Asia.

° In principie, c¢ivilian control of the military was R
never a significant issue; the major irritant was and

still is:  just who within the bureaucracy should L

exarcise, in degree and kind, control over which mili-

tary functions?

® The JCS played a necessary and gifficult, but far from
decisive, vole in the war. With some jusuics theéy were
charged with being mere “conduits" and “rubber stawps”
for CINCPAC and COMUSMACV.
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" While loyally supporting the field commanders, the JCS

failed to provide adequate and timely guidance and
meaningful supervision. Conversely, they apparently
failed to translate and present convincingly military
imperatives to their civilian chiefs. (Those remain as
unresolved dilemmas.)

The establishment or acceptance of inherently weak
command and control arrangements- by USG, JCS, and MACV
in some rvespects reflected the general US approach to
the war: do only the minimum necessary if and when
required, to avoid defeat.

LESSONS

Unity of command (effort) remains as one of the
cardinal principles of war across the entire spectrum
of conflict.

In countering a Revolutionary (pecple's) War upity of
effort is absolutely essential; that unity must include
not only the indigenous inter/intragovernmental
agencies but also those of any allies involved. Selec-
tion of the person, office, and nation to be placed in
overall charge of the combat efforts will require
insightful, sensitive amalysis and objective, coura~
geous decisions.

Coalition warfare - a basic tenet of US strategic
policy - inherently is extremely difficult to coordi-
nate and control; expedient compromises may suffice
during periads of Yow to mid-intensity conflict, but
inevitably will rasult in grievous fractures under
heavy politicai-military pressure.

Jespite the hard-earned "lessons" of World War II,
Korea and Vietnam, the USG, and especially the mili-

. tary, have not rvesolved satisfactorily joint warfare

doctrine, especially with regard to control of air
power, ,

The JCS and Services must search for and agree to
realistic doctrine end techniques for providing neces-
sary military quidance, sugevvision and support to the
field commanders; otherwise, in a future crisis, the
military is likeily to lose yet more influence and

control.

EX-13
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The Advisory e
Effort

INSIGHTS

The initial US advisory effort in RVN (1956-1965)
succeeded in developing a regular Army (ARVN) of limi-
ted competence in conventional warfare, an Army that
required US combat support to operate with any appre-
ciable efficiency against PLAF (VC) main force units;
the ARVN was neither trained nor motivated to target
and operate against the communist infrastructure (VCI)
which constituted the principal actual threat through
1964.

For whatever reason, lack of funding or lack of suffi-
cient trainable manpower, the poliice forces in RVN were
not trained or equipped by USOM to operate effectively
against the guerrilla forces in South Vietnam; coupled
with a similar failing in the military this deficiency
on the part of the USG/GVN contributed significantly to
the communists' ability to entrench themselves and
expand their influence and contirol throughout the
republic.

In general, US advisors to RVN were not selected on the
basis of language skills or ability to deal effectively
with Asian counterparts, but rather on the basis of

military occupational specialty and availability for

and vulnerability to an overseas hardship tour.

Military personnel were posted in large numbers to
advisory billets in which c¢ivilians would have been
wore appropriate; this situation stemmed from a lack sf
sufficient numbers of civilians with the proper skills
who were willing to serve in a combat zone, balanced by
the ready availability of military personnel and the
procedures for identifying and tasking them.

In the period of major US involvement (1965-1970), US
advisors assigned to RVNAF units provided a useful
liaison function although the quality of their advice
varied; advisors in the CQRDS, begianning in 1967,
contributed significantly te the early development of
pacification and, subsequently, Vietnamization.

Among the disadvantages that asccrued to the US advisors
wera the general lack ef language training and thorough
indoctringSion befgre veporting: the lack of careful
selection to weed out those who may have been itl-
suited for advisory duties ¢o either 3 professional or
persanal basts; the short ane-year tours which, when
orientation and R ang R tize were subtractad, provided
less than a year %o acquire the wide variety of combat-
associated experiences neaded, to know and understand
their counterparts, and to gain the cooperation needed
to do the iob.

EX-14
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Advisors often faced a difficult problem in trying to
report honestly and accurately: RVNAF counterparts
could be embarrassed and lose face in many instances;
in other cases, senior US officials insisted on favor-
able reports and discouraged accurate reporting.

LESSONS

The US military services have demonstrated their pro-
fessional excellence in training foreign personnel and
units in technical skills; they have not performed well
in advising in politico-military matters because of
their Tack of background, training, education, and
competence.

Future advisory efforts should rely on a cadre of
highly trained specialists rather than a massive effort
by amateurs; those specialists should be familiar with -
the history, culture, and government of the country in
which they serve and they should be fluent in the
indigenous language and well trained in advisory tech-
niques. Further, the tour of duty for advisors should
be of sufficient duration to be effective and to assure
continuity.

EX-15
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INSIGHTS

Much was learned as a result of the massive US PSYOP
effort in RVN, but the lessons may be difficult to
apply in a democratic society: Americans generally
believe in separating military matters from politics,
and thay endorse an open society with close public
scrutiny of all government actions. These mind. sets
create a difficult climate for PSYOP in contrast with
the subtle and patient communist enemy in Indochina.
A government faced with a growing insurgency has
already lost touch with its people; it has failed to
communicate with them or to develop programs to satisfy
their needs. If it is to survive, that government must
respond to the legitimate needs of its people and make
the necessary political, social, and economic changes
while attenuating the hard-core opposition either
psychologically or militarily.
PSYOP conducted by the US/GVN were more mechanical than
psychological, being driven and measured by statistics,
such as numbers of leaflets deployed and nunbers of
broadcasts made.
The GVN faced nearly insuperable odds in trying to
conduct PSYOP effectively, having had the issues of
nationalism and anticolonialism co-opted by the Viet
Minh and then the DRV at the outset; from about 1960 to
1963 the steady erosion of the GVN's image made it
difficult to employ PSYOP (while losing), and the
series of chaotic changes in government after Diem's
murder made it impossible to conduct a coordinated ov
coherent effort. BG S.L.A. Marshall commented on that
period in these terms, "I judged that our psycholagical
opera&ions were, as usual, only a few degrees above
zero.
US PSYOR efforts internationally were not successful,
having failed te explain the US position in a sympa-
thetic light or to unmask the enemy, thereby failing to
elicit the support of many allies and failing to blunt
the criticism emanating from communist countries and
the third world.
US/GVN PSYOP failed to expleit the more prominent
communist excesses such as occurved at Hue in 1968 or
the slaughter of refugees in the 1972 Easter offensive,
yet suffered PSYOP reverses at the hands of the US and
;nternatlonal media over the 1968 Tet Offensive and My
ai .
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The organizaton of JUSPAO0 was a major step in Vietnam
in developing functional integrity for PSYOP, but it
was fractured by indifference, bureaucratic rivalry and
differing conceptions of propaganda and policy; the
military establishment never took PSYOP very seriously,
and its officers in the field believed that anyone,
themselves included, could write leaflets.

The American PSYOP effort, to be effective, had to be a
derivative, not a primary effort; it could advise,
exhort, teach, fund and equip the South Vietnamese who
were conducting PSYOP, but it could not subsitute for
them.

LESSONS

The indigenous government must develop policies and
programs which reduce the grievances and meet the
aspirations of its people. The psyoperators who par-
ticipate in the policy-making process must also partic-
ipate in the communicating process.

The psychological operations messages must be con-
sistent and adhere to reality; the government policies
and programs described must actually exist and must be
vigorously pursued by the government.

An assisting power cannot substitute for the host
government in communicating with its people.

To be fully effective, PSYOP must be conducted face-
to-face by trained PSYOP personnel.

The American way of war, which involves massive use of
firepower, much of it unobserved, is often counter-
productive with respect to PSYOP in a counterinsurgency
environment. "The significance of the reliance on
psychological warfare to replace firepower in counter-
insurgency is that it reduces the need for combat
operations, thus minimizing the destruction of life and
property which so often impacts upon the population.
It is also much cheaper, a factor not to be ignored.”

EX-17
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INSIGHTS

Civil Military civic action had its uses, but there was a
Affairs tendency for the US to provide things to the Vietnamese .

as a substitute for communicating ideas to them. !

(] American governmental agencies invoived with pacifica- .
tion and civil affairs programs tended to continue to
support and justify those programs, good or bad, which
they themselves had helped initiate or in which they
had a parochial interest in perpetuating. )

) The establishment of CORDS in 1967 provided a single
focus of authority, responsibility, and centralized
management in Washington and in the field; CORDS is a
useful model for future civic action situations.

. The US Marine leadership found that military civic
action--dealing directly with the Vietnamese people on
a small scale person-to-person basis--was a successful
way of winning peasant support and defeating the insur-
gents locally, but unfortunately the GVN leadership, as .
well as ARVN and provincial officials, did not support
fully the Marine Combined Action Platoon (CAP) program.
The peasants tended to develop a loyalty to US Marines
instead of to their own military or government offi-
cials, and though locally successful, Marine CAP and
other MILCAP programs failed to help the GVN win the
political support necessary for survival as a viable
political entity.

) Civil affairs functions have limited application except ’
in war, so it is inevitable that in peacetime the
active forces will at best have a minimal capability
for conducting civil affairs; the Reserve Components
can and should maintain and keep current a significant
civil affairs capability. When committed in a combat
environment, civil &ffairs specialists should be
assigned for periods of sufficient duration for them to
be effective rather than for the limited one-year tour
that prevailed in RVN.

¢ One of the greatest weaknesses in RVN was the absence
of an institutional structure of government, and ,
neither US nor GVN leaders learned how to create that
structure; President Thieu failed to build an organic,
widely based institution of government in the favorable
period after Tet 1968, and that, in part, was a failure
of civil affairs.

. The people of South Vietnam did not rally teo support
the NLF or the DRV: not in 1963 when President Diem v
was killed, not in 1968 during the communist Tet offen-
sive, not during the Easter offensive in 1972, and not
even in 1975 when PAVN forces were cobviously about to
win a final victory. Pacification was workirg.

EX-18
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LESSONS

In a counterinsurgency situation, successful civil
affairs operations freguently have more lasting impor-
tance than winning conventional battles. Successful
civil affairs programs are those that win the support
of the population for the national leadership which is
essential in a counterinsurgency war. Civil affairs
programs demonstrate the interest of the national
leadership in the welfare of the people by providing
security and improvements in the standard of living of
the local population. In a counterinsurgency situa-
tion, it should be recognized that military operations
should support civil affairs objectives. Therefore,
one of the obvious requirements in any counterinsur-
gency situation should be the appropriate training in
and importance of civil affairs, both for unit com-
manders and civil affairs specialists.

A policy of limited tours of duty for military person-
nel reduces the effectiveness of hoth military and
pacification efforts, disrupts organizational cohesive-
ness, fails to capitalize on hard-won expertise, and
requires immense financial and personnel expenditures.

A successful civil affairs effort requires a single
focus of authority and responsibility -- centralized
management -- both in Washington and in the field.

Civil affairs programs must involve the support of the
host-country national Tleadership as well as local
officials and the general population in order to
achieve national solidarity and political stability of
the host government.
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Measures of )
Progress, or
Keeping Score

INSIGHTS

The most pernicious measure of progress in Vietnam
was the body count, not because casualty statistics are
of themselves wrong or distasteful but because of the
use made of the statistics. The perception of success
in a given engagement in the Vietnam War usually
derived from the body count, later augmented by the
captured weapons count. Officers' efficiency reports
and the allocation of combat support assets were
strongly influenced in many organizations by relative
standings in racking up a high body count. The often
warped interest in body count provided an inducement

for countless tactical unit commanders to strive for a

big kill (whether legitimate or feigned) in preference

to providing security for a hamlet or village.

In many cases the statistics used as measures of prog-

ress in Indochina were very misleading and had no

bearing whatever on actual progress; for example:

o0 Unit days in the field and numbers of patrols
dispatched became ends in themselves and as impor-
tant as resuits achieved.

es The enormous tonnages of bombs dropped became
goals to be equalled or exceeded, yet about 75% of
the aircraft sorties flown were not closely linked
to ground combat but rather to the interdiction
effort which, itself, generated questionable
statistics.

e¢ The preponderance of artillery fires (except for
Tet '68 and other major engagements) were unob-
served fires, adding to the "rounds expended"
statistics and often increasing the number of
disaffected or refugee South Vienamese.

"Killed by Air" (KBA) statistics were particularly

inaccurate and they became subject to frequent chal-

lenge by the media to the degree that CG 7th Air Force

General Momyer stopped their use.

S0 much unnecessary data were collected that manual and

computer systems were nearly swamped, and much of the

effort was self-generated by higher military commands,
including the JCS in the search for useful measures.

The Hamlet Evaluation System (HES) initiated in 1967

replaced the biased, inaccurate, exaggerated, and often

self-serving Joint GVN-US reporting system; HES con-
tained some inaccuracies, but the US advisors had the
final word, and higher echelons could not make changes

in the advisors' evaluation of hamlet security. As a

consequence, the HES system provided very good data on

trends and was generally considered to have been the
most effective system that could have been implemented.
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LESSONS

In warfare, comparative statistics play an important
role in the planning, conduct, and analysis of battles.
Those statistics are a valid and necessary tool, but
the criteria for measurement must be meaningful, the
reporting system must be inspected, supervised and
disciplined, and the statistics must not be permitted
to become ends in themselves. Casualty statistics,
unfortunately known as body count in Vietnam, will
continue to be an important analytical device, but care
should be exercised in how and where these statistics
are presented.

In any future conflict situation, regardless of the
intensity, and/or scope, US leaders and commanders at
all levels will continue to have a need to know the
status of progress being made by their forces in com-
bat. Furthermore, the advent of scientific management
techniques and increased use of computers in data
collection and analysis by the DOD will make quantita-
tive analysis of that data a matter of course. There-
fore, it is incumbent on the US military establishment
to analyze the full spectrum of possible conflict
situations to determine in advance the measures of
progress which would be most useful to future decision
makers.

Civilian leaders and military commanders should
remember that combat data collection, compilation, and
analysis need to be properly interpreted, balanced by
professionai experience and judgment, and properly
employed in the evaltuation and crafting of policies and
strategies. A failure in any of those areas would make
even the best data of marginal value, and prevent the
necessary biending of art and science.

EX-21
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INSIGHTS

Most operational innovations were the result of the
application of human ingenuity in the field, proposed
and recommended or constructed by soldiers in the ranks
rather than by filtering down from a research agency or
senior command level.

Militating against the countrywide implementation of a
practical innovation was the lack of sufficient cross-
fertilization of good ideas or lessons learned. Army
lessons learned were passed through the chain of com-
mand to USARV where they were staffed and then sent to
CONUS. Some of the lessons learned were published in
USARV media, but, for the most part, a good idea or
innovation devised in a US unit in the Delta seldom
reached the ears of the soldier in I Corps to the
north.

The 12-month tour also mitigated the spread of lessons
learned because newly arrived personnel were usually
not aware of what had proved disastrous or feasible in
the past. Institutional memory was also degraded by
the six-month command tour.

. Several useful technological developments resulted from

the extensive R&D effort pursued during the Vietnam

War, including:

ee In aerial combat: improvements in the air-to-air
missiles and development of effective air-to-air
tactics which materially altered the kill ratio in
aerial combat from about 2-to-1 to approximately
12-to-1 in favor of the US.

¢ In air-to-ground combat: The development of
“smart bombs" coupled with effective ECCM equip-
ment, tactics, and techniques made possible the
devastating "Linebacker I and II attacks against

- North Vietnam. Fixed-wing gunships and use of

Yong-range navigation (LORAN D) were also impor-
tant developments. '

e0 In ground combat: The evolution of the various
helicopters used in airmobiie operations and
improvements in their operational capabilities,
ordnance, tactics and techniques was perhaps the
mast  conspicuous. development in this categovy.
Night vision devices made .an important and welcome
contribution,

Sepsors were improved significantly and, after being

grossly misused in the McNamara Line (Project MASON or

Operation DYE MARKER), proved to be extremely useful in

the defense of Khe Sanh (1968). That experience ¥1lus~
trates that to be effective, even the most sophisti~
- cated and useful devices have to be used properly.

EX-22
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The Defense establishment was poorly organized and its
procedures were too cumbersome for quick-reaction R&D
support. Those developing technology rarely had con-
trol of the funds required for the development. The
Navy was the only Service which consistently permitted
those who were in control of the technical aspects of
R&D to have control of the funding. ,
The airmobile concept was proven valid in the specific
environment in which it was employed in Vietnam, where
the US had air supremacy and enemy air defenses within
RVN were not sophisticated through 1972. The heli-
copter's survivability can only be assessed in the
context of the enemy's 1lccation, weapons, and air
defense capabilities and the scenario in which the
helicopter will be employed plus the suppressive fire
power available. The Soviets studied the airmobile
operations in Vietnam and have since improved and
enlarged their capability. Somecne learned a lesson.
The time, effort, priorities, and funds given to the
production of technical innovations during the Vietnam
War were a significant, positive factor in the prosecu-
tion of the war. Without terchnical innovations, the
war would have been even more costly in lives.

LESSONS

It requires an organized effort to relate field com-
manders' requirements to scientific capability, and, to
be effective, the scientific R&D effort should include
joint representation. In time of hostilities, special
funding is required to overcome the lack of lead time
normally found in the budget cycle.

The military Services, except for the Air Force, tend
to be too slow in fielding new materiel and in going
into procurement.

Quick reaction to requirements can be ogbtained best if
Service R&D organizations arve allocated funds and
technical responsibility for examining and resolving
specific requirements.
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Allies °

INSIGHTS

The call for Third Nation (Free World) military forces
in support of South Vietham came principally from the
US and was supported reluctantly by the GVN. The
military/combat assistance from Third Countries was
minimal except for Australian and New Zealand forces
and was, in the cases of the Thai and Filipino forces,
actually more of a l1iability.

Our experience with our Asian allies in South Vietnam
highlighted another important issue - Asians do not
necessarily get along better with other Asians than do
whites. The US desire to gain more flags, and specif-
ically to gain Asian flags, resulted in the introduc-
tion of nationalities which were not always compatible
with the native South Vietnamese. Specifically, the
South Vietnamese feared the South Korean soldiers and
found them to be arrogant and cruel.

Finally, the way in which the USG opted to fight in
Vietnam and the command arrangements that evolved were
inefficient. There does not appear to be any evidence
that the number of flags in RVN cloaked the US/Free
World operations with any greater 1legitimacy than
otherwise would have existed. The principal value of
allied participation seems to have been the size of the
ROK forces, which enabled them to control a substantial
amount of territory in II CTZ, thereby facilitating the
economy of force operations characterized by the US 4th
Infantry Division in the Central Highlands.

EX-24
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LESSONS

Our experience with coalition war in Vietnam suggests
the need for carefully examining the advantages and
disadvantages of the participation of Third Nation
forces in a limited war; psychological and political
support of allies are needed, but it is essential that
the separate allies' interests and objectives regarding
participation in the effort be considered also. By
knowiing one's alljes better, it may be possible to
anticipate the extent of their contribution to the
effort and the cost to the US of that contribution.

It may be more appropriate to deploy an ally's small
elite forces than to use large cumbersome units.
Attaching an ally's battalions or brigades to a US
division as was done during the Korean War would be a
more effective use of troops, assuming that such a
relationship was feasible politically from the Allies'
standpoint. .

The separate or mutual goals of allies may change over
time and thereby strengthen or weaken an alliance; it
behooves a npation continually to assess its treaty
commitments and obligations and to be prepared to
extricate itself from those which lose their useful-
ness. Once entered into and while in force, t.eaties
should be respected and their provisions adhered to.

In the desire to gain more flags in any contingency
situation, US decision makers should carefully weigh
the advantages in receiving moral and pelitical support
from some allies in place of support from possibly
cumbersome, inept, or expensive combat units.
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E OVERALL LESSON FOR BOOK 2, VOLUME VI

Many of the functions analyzed in this. book tend to be ! i
neglected in peacetime on the operational and tactical
levels and are left to the initiative of the various
specialists, many of wihom are in the Reserve Com=
penents. Under the pressure of war, these functions
are expanded rapidly and expensively, and often each
develops an almost irreversible and independent ;
, rationale and momentum, which tends to frustrate unity ’
- of effort. .

EX-26
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CHAPTER 9
INTELLIGENCE

We wired the Ho Chi Minh Trail like a drugstore pinball
machine and we plugged it in every night

Unideritified USAF officer

... I don't know of any technological advances that are

going to help us find an enemy as skillful, tough,

poiitically savvy, clever and elusive as our NVA/VC.
General Bruce Palmer, Jr., USA 1/

A.  INTRODUCTION

The US effort to find the Vietnamese enemy and de.crmine his opera-

tional intent was one of the most comprehensive and sophisticated wartime
intelligence operations in this country's history. This effort developed
in a piecemeal fashion but in the end evolved into an operation requiring
tens of thousands of operations officers, analysts, and technicians and

untold millions of dollars. The scope of the total US Intelligence effort

© L o o T 5
- I 4 -

is not well known to this day, and some details probably will never sur-
face. Indeed the sheer size and complexity of this effort made its manage-
ment very difficult.

The North Vietnamese and Viet Cong were difficult targets. They

employed limited communications, moved mainly on foot, and used every
sanctuary available in Laos and Cambodia. Time after time, enemy forces
displayed a flair for battlefield surprise, deceptions, and brilliant
countermeasures to offset the combined efforts of US and South Vietnamese
intelligence. This ability would prove to be a critical factor in the

o

waging and the outcome of the war.

Ameérican successe$ and failures in Vietnam were often a divect result
of the quality of intelligence; in effect. every battle is a dialogue
between the plans of two opposing forces, and battle plans cannot be well
made without some type of knowledge about the other side. The quality of
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intelligence in Vietnam, it is clear in retrospect, ranged from abysmally
poor to superb; if the quality of this intelligence had been directly
related to its quantity, the end result of the war might have been vastly
different. In many cases, individuals who performed in intelligence
missions displayed courage, brilliance, and unparalleled dedication.
According to numerous accounts many of these individuals outperformed the
system by a wide margin. '

Though various factors made intelligence gathering in Vietnam diffi-
cult, the US intelligence organizations were at least fortunate in having a
relatively extended period of time in the 1950s and early 1960s in which to
organize their informaticn-collection effort. To this period we must now
turn.

B. GETTING INVOLVED (1950-1960)

Three fundamental perceptions dominated US thinking and policy-making
on Indochina during the early 1950s.2/ One was this increased importance
of Asia in world politics, brought about largely by the communist victory
in China in 1949 and the outbreak of the Korean War a year later. The
second perception was a tendency to view communist successes throaughout the
world as a monolithic threat, directed from Moscow. The third perception
held that the attempt of the Viet Minh regime to evict the French was an
integral part of this worldwide comaunist advance.

US policy makers were pre-cccupied with crises in other areas of the
world and did not facus their intelligence rescurces on [ndachina through-
out the 1950s; crises elsewhere demanded higher priority, Instead, the US
velied heavily on information from the French, and that information was
potentially misieading, Moreover, the technique of dispatching high-level
missions te gather information for key policy decisions proved to be
unsatisfactory. The 5aigon Military Mission of 1954-55, headed by Cai.
Edward Lansdale, succeeded in training Vietnimese commandos ant dispatched
a team ashore in Haiphong in April 1955. These types of operations empha-
sized psywar and sabotage, but they were on a very limited scale and
produced little useful inteiligence information. 3/
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Perhaps the most important estimates produced early in this period
were those assessing the probability and nature of any PRC or USSR reaction
in the event US forces i~.cervened at Dien Bien Phu. (See Table 9-1.) 4/

In the mid 1950s the US lacked critical information about the situa-
tion in the Vietnam countryside, known in British terms as "Special Branch
Intelligence". The MAAG element in Saigon had no intelligence coilection
function. Intelligence was drawn from a narrow and frequently unrelizhle
range of sources, chiefly Vietnamese. No National Intelligence Estimates
(NIE) were published on South Vietnam between 1956 and 1959.5/

Bv the late 1950s, however, US intelligence capabilities had improved
somewhat. In-depth appraisals indicated that Diem had a serious insurgency
problem and other appraisals were skeptical of his leadership and predicted
widespread dissatisfaction with his regime.

This view was not unanimous in the intelligence community. In mid-
1959 Ambassador Durbrow and General Williams of the MAAG assured the Senate
Foreign Relations Committee that South Vietnam's internal security was in
no danger and that Saigon was in a better position to cope with a North
Vietnamese invasion than it ever had been.6/ In the late 1950s US policy
remained staunchly behind Diem.

The actual situation was far more sericus, as subsequent intelligence
reporting would clearly indicate. In 1960 a series of bleak US appraisals
reported increased VC strength and activity in the countryside. One assess-
ment of March 1960 noted VC pians to launch large-scale guerrilla warfare
that year.7/

US inteliigence efforts were not iimited to the territory of South
Vietnam. The CIA further supported Vietnamese efforts to recruit and train
“mountain scouts" in the Second Corps area of Vietnam to patrol along the
Cambodian border to detect communist infiltration there.8/
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TABLE 9-1. SIGNIFICANT INTELLIGENCE DOCUMENTS DURING EARLY STAGES

OF US INVOLVEMENT (1950-59)

TITLE DATE
CIA Est. SE-53 December 18, 1953
SNIE 10-4-54 June 15, 1954
"Lansdale Team Report” 1955
1559 NIE for 1959
Vietnam

TOPICS

Soviet, PRC reactions to possible
US ground, air, naval interven-
tion in Indochina

Communist reaction to possible
US air and naval aid to French
forces in Indochina

Summary of activities of covert
Saigon Military Mission in
1954-55

Serious reservations about Diem’s
leadership. "...dissatisfaction
will grow, particularly among
those who are politically con-
scious."

NOTE: No NIE's for Vietnam published between 1956 and 1959.

SOURCE:  Gravel Pentagon Papers
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The intelligence capability of the South Vietnamese was weak during
the 1950s and generally remained so in subsequent decades. The South
Vietnamese relied heavily on the French Deuxiem Bureau until 1954, The
E French took everything home (including files and collection systems) when
_*f" ;é their forces withdrew that year.9/ From 1954 to 1963, South Vietnamese
;f it ¢ military intelligence collected mostiy political intelligence. Unfor-
f* "é. tunately, the US relied on the South Vietnamese for much information during
T ! that period.

; C.  AS COUNTERINSURGENTS (1961-1964)

3 { ' " As President Kenendy took office in January 1961, his aides and offi-
4 cials found that policy makers in Washington were not fully apprised of the
situation in Vietnam. That month Edward Lansdale (then a brigadier
o ‘ o general) returned to Vietnam and found that the VC had made more progress
fi‘-ﬂ'é. ; than he had realized from reading the teports received in Washington. The
¥ : president authorized a large package of intelligence operations (see Table
‘fff' '3_ 9-2) in May 1961 and ordered the extension of counterinsurgency efforts in
4 October of that year.10/ As a result of these efforts, US involvement in
Vietnam was far greater than commonly realized. By October 1961, however,
these efforts still had not paid off in good reporting. In a report pre-
5 ; pared following his visit that month, General Maxwell Taylor cited lack of
ﬁ}- . }: intelligence as one key problem.11/
3 - ‘ In 1962 and 1963, a package of bold collection operations was managed
3 : by the 303 Committee (later renamed the 40 Committee, charged with approval
g 7 ? of the most sensitive intelligence missions).12/ The so-called De Soto
;Q.  2' patrols-US Navy destroyer patrols along the DRV coastline which probed the
&ff _ f' North Vietnamese radar system=-began in 1962. The 3rd Radio Research Unit
; of the
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f 5 TABLE 9-2. KEY INTELLIGENCE RELATED DECISIONS OF MAY 1961
; 1 - Establish radar surveillance coverage of SVN T
3 % territory to detect communist overflights. :
f 3 = MAP support to SVN Junk Force to prevent maritime
£ 3 clandestine supply and infiltration into SVN.
f 1 - Establish effective intelligence system on Laos
-8 X border, using human sources and regular aerial
4 -3 surveillance.
A > - Infiltrate teams with civilian cover into
b 3 southern Laos to jocate VC bases and LOCs.
. - Begin unilateral COMINT collection by ASA.
¥ 3 = ASA to train RVNAF in tactical COMINT.
;? : - Penetrate VC mechanism with human $ources. .
%' - Dispatch agents into DRV (operation Farmhand).
i -~ - Begin leaflet and gray propaganda (uncertain
source) broadcasts into DRV. .
- Penetrate South Vietnamese government and .
other political forces to measure support of
regime and give early warning of coup attempts. ‘
b ¥

COMMITMENT :

:  %' 40 extra CTA officers and $1.5 million
3 § 78 ASA troops and $1.2 million (unilateral prograa)
1 S 15 ASA 2roops (to train RVNAF) |

SOURCE:  NY Times, Pentagon Papers
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3 Army Security Agency was organized from within assets of US Army Security
i Agency Pacific and began operations in Saigon in early 1961. The main
: ~ operational elements came from an ASA unit in the Philippines which had
»' ‘ followed the North Vietnamese training and deployment of military forces
for several years. The USMC 1st Radio Company joined an element of the 3rd
: Radio Research Unit and began operations in Pleiku in 1962.13/

T MATERIAL DELETED
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Some US advisors working with ARVN units during this time quickly
recognized the limitations of South Vietnamese intelligence capabilities
and the local attitudes about intelligence data. According to one account,
"Rosy reports from the provinces made it unappealing to sustain casualties
engaging an enemy who was said to have been driven from the area."17/ The
unwieldy South Vietnamese intelligence structure was no match for its
communist counterpart (see Figure 9-1), as the GVN never had an integrated
inteiligence structure.18/ The GVN political leadership kept its intelli-
gence agencies fragmented, in the belief that any one intelligence official
who knew "too much" would be a threat to the reyime. In addition, the com-
munists almost certainly had numerous penetrations of ARVN and South Viet-
namese intelligence agencies by this time. Unfortunately, US planners
still relied on intelligence from South Vietnamese units and officials,
even though the reporting was often of the "this is what happened" variety.
CIA officials rated most South Vietnamese services as "C-3" to denote their
reliability and accuracy of their information (this scale ran from A to F
to denote reliability and from 1 to 6 to indicate accuracy). There was
also a general anti-French feeling which influenced much of the South
Vietnamese intelligence analysis with the result that much operational
effort was directed against French plantations without any solid intel-
Tigence. '

During the early 1960's, a serious problem emerged that would continue
throughout the conflict--a general lack of coordination of US collecticn
activities. Each agency in Vietnam had a different picture of the enemy, a
result of the agencies' differing charters, collection efforts and inter-
ests. One informed source notes that “everyone who could get his hands on
resources appeared to take off on his own pet project with little concern
for and often no coordination with others operating in the same area."19/
(See Table 9-3)20/

Defense Secretary Robert S. McNamara noted the weaknesses of US intel-
ligeace in Vietnam following a trip there in December 1963. He claimed
that “the Country Team" lacks leadership, and has been “"poorly informed".
One of the most serious shortcomings in the US effort was “a grave report-
ing weakness."21/

M

o ete en




2
o
-
<
o
o
Q.
[ o
Q
<
=
0
(a3 )
w
X
[

Mol3 aauadijaug
uostel)

asueping

(oauo) {euonesadp
puswwo)

AT Ao de g, Lt oToum? WA

uotjeziuebuaQ aduaby| 93Ul S90404 palay weulaip Jo 2}ignday

*1-6 aantii g

69L "d 92u3bL [ 193U] AJRIL(LY *UBLIS{AYIIH  IJUNCS

auoz (eayoey sdi10) ‘-9

I

HEIS jRI9URD Dy

JSIWPULSIA

MEL/LYSY
uojsing Buiugest pue . 100435 J3UIB||I1Y] uoteziuedin
sueyd (euoneziuedsg uoste:] uBfaiod Aren sruadniy AN
¥
' uoisiAIg 1
uo)SiAlg SuoiesIdQ nu:u.um__.s___ uonensiviwpy dnwn poddss YIyZs | sIgorllyY
13 )
| |
 wwes I s I e !
= ¢ = o - ! \ T »
R ’
- o e a9 “ s h
| \ u_...wa,uw
- . funaes
\\ » AP
2MIISTY (BLAUSH ‘2-D — ' g S
| Ly . Ut eIUeE 0
Aaep asawRuPIA ‘2-N ﬂm &ndag P et - Fousd LUl
COCC.a 3 ki
20104 JY ISIWRUIAIA ‘T-V ”““— 2 peepryrro—:

HRIS (Rt
Wi ‘¢~

VIRIFS EOIUGIAL
BaieIs

SR THAT S e A T A




THE BOM CORPORATION

TABLE 9-3. SIGNIFICANT INTELLIGENCE DOCUMENTS OURING PERIOD OF US

COUNTERINSURGENCY (1961-64)

TITLE DATE
NIE 50-61 March 28, 1961
RFE-3 (State INR) November 1, 1961
SNIE 10-4-61 November 5, 1961
NIE 53-63 April 17, 1963
SNIE 53-2-63 July 10, 1963
DIA Intel Sum July 17, 1963
CIA memo for February 17, 1964
Sec Def, Sec State,
et.. al.

TOPIC

VC control of most of the country-
side.

Reported increased VC activity
during first half of 1961.

DRV would respond to increased
US troop commitment by giving
more support to VC; air attacks
on DRV would not riake VC cease
aggression in South.

Although fragile, the situation
in S. Vietnam did not appear

.serious; general progress re=

ported in most areas.

Political crisis in SVN arising
from Buddhist protest.

Military situation unaffected

by the political crisis. GVN
prospects for continued counter-
insurgency progress "certainly
better” than in 1962. VC activity
reduced, but VC capability essen-
tially unimpaired.

Sericus and steadily deteriorating °

situation in GUN. VC gains and
quality and quantity of their
arms had increased. Strategic
Hamlet Program "at virtual
standstill." The insurgency
tide seemed to be “going against
GYN" in all four Corps.

SOURCE:  Gravel, Pentagon Papers
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The CIA dispatched a special group to the Saigon embassy in February
1964 to survey the counterinsurgency reporting, to recruit new sources, and
to make recommendations for improving both South Vietnamese and US report-
ing machinery. General Harkins, the US commander of MACV, took exception
to some findings, however both he and the CIA Station Chief agreed that
past performance by American intelligence had not been good.22/

Also in February 1964, an elaborate program of covert operations
directed by the military against the DRV was set in motion under OPLAN
34A.23/ (See Table 9-4). According to official US documents, the primary
goal and intention of OPLAN 34A was to punish the DRV for its aggression in
the South.24/ Intelligence gathering was important, but it took a support-
ing role.

Despite the increasing collection efforts beginning in 1962, the US
country team remained im the dark about events on many occasions, par-
ticularly with regard to South Vietnamese political maneuvering. US
intelligence was somewhat better tuned to enemy main force units; the
makeup of the Viet Cong Infrastructure (VCI) would remain a mystery for
years to ccme despite the fact that the VCI should have been a priority
intelligence target.

D. QUR SORT OF WAR (1965-1968)

When American combat troops were sent to Vietpam in 1965, the Army
intelligence resources needed for deployment there were not ready. Great
efforts were made to provide them as quickly as was feasible, but more than
two years would be reguived to recvuit, train, and dispatch most of the
trained intelligence personnel that the Army would need in Vietnam. In
July 1965, there were only 320 Army MI troops serving in Vietnam. This
number would grow to over 3,000 by mid-1967.26/ There were about 1,700 ASA
troops in Vietnam in support of J2 MACV and A=my combat troops. That
nuzber increased to nearly 5,700 by 19F7.27/ The CIA reported with accu-
racy the detewiorating pacification situation in the countryside in early
1365 (see Table 9-5).28/
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TABLE 9-4. MACV/CIA PROGRAM OPLAN 34A. '. ) :
PARAMILITARY OPERATIONS -
o  Capture of prisoners ns '

¢  Physical destruction of some installations
PSYOPS :
¢ Leaflet drops §
e Propaganda kit deliveries :
E ¢  Radio broadcasts £
INTELLIGENCE COLLECTION :
3 : ¢  U-2 missions over DRV . %
e 2 o  COMINT
= 2 HLSTORY:
: : - First proposed in May 1963 '>§ g
2 - JGS instruction for program on 26 November 1962 R
- - 3 =~ 18J appraved program on 16 January 1964 :
3 - - First OPLAN 34 A operations on | February 1964 E ;
- Phase One to run from February to May 1964 . o
-~ Phases Two and Three to follow (same categories vy
of action, but of increased twmpo and magnitude, i; %
dasigned to fnflict increasingly greater punishe : 3
ment on BRV in return for aggression). ; k
| - —

SOURCE:  Gravel, Pentagon Papers. ‘




THE BDM CORPORATION

MATERTAL DELETED

1. Combined Intelligence
The US and Vietnamese forces pooled some of their resources to
form the Combined Intelligence Center, Vietnam (CICV) in 1965. This cen-
ter, in conjunction with other elements, had the mission to produce tacti-
cal inteiligence as quickly as possible to satisfy commanders' require-

ments. Vietnamese intelligence rescurces and expertise provided the bulk
of this tactical intelligence initially. CICV never achieved a high degree
of professional efficiency in large measure because the cne-year tours of
US MI personnel did not permit them to implement proven intelligence tech-
niques or to absorb a great amount of area knowledge. By late 1965, some
286 US personnel manned the American contingent at the CICV, most of them
from the 519th Military Intelligence Battalion.Zz9/

Other combined centers were established: the Combined Oocument
Exploitation Center (CDEC), Combined Military Interrogation Center (CMIC),
and the Combined Materiel Exploitation Center {CMEC). A1l four centers had
separate US and Vietnamese elements, each with its own director. (See
Figure 9-2).30/

Each combined intelligence center had its own unique operating
conditions and problems. In the case of the CICV, the US and Vietramese
sides differed on order of battle (0B) counts of enemy forces, largely
because of differing rules for accepting enemy strength figures. Moreover,
the OB counts for Viet Cong Infrastructure (VCI) were not accurate, and the
0B did not include enemy strength in the border areas of Laos, Cambodia. or
the DRV. (These omissions were alsy made in the NIE on Soutb Vietaam in



3k

THE BDM CORPORATION

TABLE 9-5. SIGNIFICANT INTELLIGENCE DOCUMENTS DURING PERIQD OF FIRST
US COMBAT INVOLVEMENT (1965-68)

TITLE DATE TOPIC

CIA Monthly Report January 21, 1965 Nationwide pacification
program stalled.

CIA Monthly Report rebruary 17, 1965 Nationwide pacification
effort has "barely moved
ahead" since January 1, 1965,
with serious deterioration in
some areas (I and II Corps).

CIA Memo to Sec Def April 2, 1965 DCI McCone states present

and Others level of bombing not hurting
ORV enough to make them quit;
warned against introducing
more US combat troops, as US
could get mired down in a war
it could not win.

DIA Memo to Sec Def November 17, 1965 DIA Director General Carroll
gives an appraisal of bombing
of DRV with few bright spots.

SNIE 10-1-66 February 4, 1966 Increasing the scope and
intensity of bombing, including
attacks on POL would not pre-
vent DRV support of higher
levels of operations in 1966.

CIA SC No. 08440/66 June 8, 1966 Neutralization of bulk POL
storage facilities in DRV
would not in itself preclude
Hanoi's continued support of
essential war activities.

DIA Report August 1, 1966 70% of ORV's large bulk POL
storage capacity has been
destroyed along with 7% of its
dispersed storage.

g-14
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TABLE 9-5. SIGNIFICANT INTELLIGENCE DOCUMENTS DURING PERIOD OF FIRST
US COMBAT INVOLVEMENT (1965-68) (CONTINUED)

TITLE DATE
SNIE 13-66 August 4, 1966
Joint CIA/DIA September 12, 1966
Assessment
SNIE 11-11-67 May 4, 1967
CIA Memo Nos. May 12, 1967

0642/67 and 0643/67

CIA Memo HMay 26, 1967
CIA Assessment tebruary 29, 1968
CIA Assessment March 1, 1968

TOPIC

DRV using the POL attacks as a
Tever to extract more aid from
Soviets and Chinese

Negative appraisal of POL attacks.
No POL shortages evident, bombing
has not caused insurmountable trans-
portation problems, economic dis-
location, or weakening of morale.

Soviets will likely increase aid
to DRV but not get the conflict to
the negotiating table.

Bombing has rot eroded DRV's
morale, downgraded its ability
to support the war, nor signifi-
cantly eroded its military-indus-
trial base.

87% of DRV's power grid capacity
destroyed

The Communists probably intend to
maintain widespread military
pressures in SVN, with special
effort to harass urban areas.

Major objectives to drain US/ARVN
resources and allow Saigen govt. to
Tose much of the countryside.

“"We see no evidence yet that the
GUN/ARVN will be inspired to seize
the initiative, go over to the
attack, exploit the Communist vul-
nerabilities, and gquickly regain
the rural areas. We doubt they
have the will and capability to
make the effort. "

SOURCE:  Gravel, Pentagon Papers
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August 1967.) The enemy documents examined by the CDEC became a trusted
source of combat intelligence, and became increasingly abundant, although
only 10% of all documents examined had any intelligence value. Operations
at the CMIC were hampered because few US personnel could speak fluent
Vietnamese, and they required local interpreters to interrogate prisoners.
Thus, the US element could not cobtain interrogation information as quickly
or accurately as the Vietnamese element could. The CMEC published useful
handbooks on enemy equipment, but its operations were hampered by a short-
age of trained local technicians and the tendency of commanders to keep
captured enemy gear as souvenirs.31/

Other than in these combined centers, little US~Vietnamese in-
telligence cooperation existed during the 1965-69 period. Staff-level
exchanges of information did occur between MACV's J-2 and the Vietnamese
Joint General Staff (JGS) J-2. There were fouf key elements of the basic
agreement between MACV and the JGS in 1965 on intelligence coordination:
the V€ were the target of this effort; there would be no coordination with
third countries and no operations in the territory of third countries; the
US was to provide financial and materiel support; and the information
collected was to be equally shared.31/ A program was initiated in 1961 to
train Vietnamese in tactical radio intercept (Project Saber Toath). This
program never reached viability due to lack of numbers of Vietnamese
soldiers and officers in the program, lack of basic intelligence of the
operators and lack of support of the program by JGS as to communications,
equipment, funds and overall command acceptance. ASA provided the training
and interface.

2. Collection Expands
The scope of ground operations increased in 1966 and with it the
enhanced opportunity to collect battlefield intelligence. During that
year, US and South Vietnamese forces captured documents revealing enemy
battle plans, strategic guidanhce, tactical doctrine, personnel rosters, and
evaluations of US and South Vietnamese forces. Allied intelligence
exploited the information, most of which was gained through major penetra-

tions of enemy base areas.
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Unconventional forces continued to collect intelligence in remote
areas. Beginning in 1965, the Special Operations Group (SOG) mounted
crossborder ‘operations into Laos under the code name SHINING BRASS. Civi-
1ian Irregular Defense Groups and their US Army Special Forces advisors
reported on enemy infiltration and supply in border areas. Both US and
ARVN Special Forces operated deep reconnaissance units in areas where enemy
forces operated. 33/

Unconventional operations did manage to uncover useful intelli-
gence on the enemy's logistics structure. Although the chain for dissemi-
2 3 nation of this information ran from the Special Operations Group (S0G)
k- -§ directly to DIA, COMUSMACV was an information addressee on all S0G
messages that were pertinent to MACV operations. General Westmoreland
states that unconventional operations furnished "vital" intelligence on .
. . enemy infiltration.34/ Nonetheless, some US énalysts and policy makers
E;, . lacked a clear understanding of the NVA/VC Togistical system.35/

‘55 . 3 Attempts to determine levels of infiltration to the South by .
! . aerial photography were difficult and frequently complicated by the dense
jungles in South Vietnam as well as by enemy capabilities to camouflage
their units. After persistent efforts, aerial recocnnaissance did locate

hundreds of way stations, storage areas, and other potential targets.
: Occasionally some active traffic was observed on the Ho Chi Minh Trail
53 network. Likewise, SIGINT provided current and predictive intelligence on’
personnel and logistical infiltration. (Ironically, many of these targets
were not struck after they were found.) The QV~1 Mohawk became the work-
horse of the Army's aerial reconnaissance effort, and provided very respon-
, : sive intelligence with its onboard SLAR (side-looking airborne radar) which
5 3 could be processed in flight. Most of the Army's OV-1 force was based in
;i 3 Vung Tau (see Map 9-1) with the 73rd Aerial Surveillance Company.36/ The .
f{- | 3 USAF's 460th Tactical Reconnaissance Wing was organized at Tan Son Nhut in
1 - 1966 and covered targets in South Vietnam and adjacent border areas. The
432nd Tactical Reconnaissance Wing was formed in Udron, Thailand later that .
year to cover Laos and North Vietnam.37/

9-18
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In the South, infrared (IR) imagery gained particular popularity '
with Army units, who used it to find VC installations. Photo interpreters
gave priority to IR film, passing significant findings to ground units by \ iy
telephone or radio.

The South Vietnamese had a small-scale photo reconnaissance
effort, but relied mainly on US reconnaissance products. Information from
US Buffalo Hunter drone missions was regularly passed to the GVN; that from
RF-4 missions was passed only with a special request and need to Kknow,
: information derived from U-2 and SR-71 missions was not passed except in
very special cases and only with DIA approval.38/ (Table 2-6 reflects
f -3 major aerial photo assets in Vietnam in the 1960's. )39/

;’ ) Meanwhile, the quality of human-source information collected and
{ . : the resulting intelligence suffered for lack of proper management. The
i human-source collection effort, according to one account, far exceeded the
capabilities of analysts, who were deluged with large numbers of marginal
reports. For the collectors, success was measured in terms of quantity,
rather than quality of reports. Thus, analysts fell behind by three to six
months in processing raw reports into a useful data base. There was a
large-scale duplication of effort between the US elements of CICV (which
handled information classified no higher than Secret) and the US unilateral
counterpart in MACV's J-2 (which handled sensitive all-source information).
Until 1967, when a3 new building was available, MACV could not produce
coordinated intelligence products under short deadlines due to unnecessary
compartmentalization of production elements and the fact that theose ele-
ments were widely scattered around the Saigon area with no secure telephone
B Tinks. (See Figure S-4 for the MACV NI structure in 1967.)41/

The CIA Station and NACV remained on opposite sides of the byreauy- .
cratic fence in 1966. Both groups opposed the suggestion that a single
Director of Intelligence be appointed to manage the civilian and military
intelligence structure. The CIA Station believed this suggestion to be
“unwieldy and unworkable" because “this is not a theater of war."42/

et Dy e .
i A s "
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- ~ TABLE 9-6. MAJOR AERIAL PHOTOGRAPHY ASSETS IN VIETNAM
° AIRCRAFT COULD ACCOMMODATE
(USAF) RF-4C PHANTOM II KA-55 (hi-alt), KA-56 (lo-alt), or KS-72
(very lo-alt) cameras, APQ-102 SLAR, AAS-18 IR
(USAF) FR-101 V0ODOO KA-1 (hi-alt), KA-56, KS-72 cameras
E (USAF/Army) OIL BIRD D0G hand-held cameras
g
L
L : (Army) OV-18 MOHAWK KA-30 (oblique or vertical) camera, SLAR
0 with in-flight processing
E (Navy) RA-5C VIGILANTS DA-50A, DA-51 A/B, DA-62A cameras,
3 AN/APD-7 SLAR, AN/AAS-21 IR
E .
7 i Services Also Employved:
USAF - - RC-47, RB-57, U-2, SR-71, BQM-34 drones (Buffalo Hunter)
e USA - - U-GA, YO-3A
USMG - - RF-48, RF-8B, EF-108
USN - - RF-4B, RF-88 |
3 ., — L !
SOURCE:  See Endnote 3b '
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Figure 9-3. DELETED
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Differences between CIA and MACV intelligence estimates of enemy
strength came to a head in 1967.43/ Based on & review of captured enemy
documents, the CIA believed the number of VC in South Vietnam to be con-
siderably higher than the official MACV estimate; the military conceded
that enemy strength was greater than previously believed, but refused to
raise enemy 0B figures above 300,000. (See subparagraph 6 below on the TET
'68 offensive).

The Army did enjoy some intelligence success during this period.
Operation CEDAR FALLS, mounted in January 1967 in MR4, was the first large-
scale operation to benefit from a methodology called "pattern activity

analysis,"” a detailed automated plotting on maps of information on enemy _§
activity obtained from a variety of sources over time. Both this operation
and Operation JUNCTION CITY in the next month resulted in the capture of -
many documents and other valuable intelligence maierials.

3. Technical Collection

SIGINT operations continued to provide a valuable source of data.
General Westmoreland helieved SIGINT to be a major component of the intel- %
ligence effort in terms of accuracy and timeliness, and other accounts rate |
the US SIGINT effort as qualitatively better than that in any other recent
war. 44/

The 509th Radio Research Group (follow-an to the 3rd RRU) of the
Army Security Agency (ASA) provided the bulk of the SIGINT effort in South
Vietnam (see Figure 9-5), and forwarded reporting to MACV, ASA Pacific in
Hawaii, and to national-level agencies in the US.45/ ASA attempted to
build an in-country (RVUN) SIGINT analysis center, but was thwarted in this ;
effort by N5A, which preferred to remain as the focal point of the SIGINT o
product, The 509th supported major units in Vietnam. In addition,
selected units of the USNC's SIGINT element operated in northern South
Vietnam, and a USAF Security Service unit based at Tan Son Nhut flew

e gt o -

direction-finding {OF) missions with C-47 aircraft.

The SIGINT product was described as “fair™ in 1965-66, but
improved in 1367. That year ground-based units had isproved their tech-
nigue and Army aircraft began to fly on OF missions.d6/
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Figure 9-5. US Army Security Agency (ASA} Units in RVN in Late 1960s
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Dissemination of SIGINT information remained a major problem.
Few field commanders were cleared to receive the information--sometimes
only up to three in a division--and the division G-2 frequently had to
obscure the source. Possibly as a result, many US commanders did not
understand SIGINT well. Much of the SIGINT collection data went back to
the US for analysis, where analysts were often unaware of tactical
commanders' requirements and of collateral reports which affected the real
meaning of the SIGINT information. This often resulted in misinterpreta-
tion. In addition, SIGINT was difficult to pass along tc the RVNAF because
of its sensitivity and attendant security procedures. In contrast to most
Army SIGINT operations, the US Marine units provided direct SIGINT support
to III MAF and direct SIGINT support to Marine regiments and aircraft
groups. Marine regimental commanders and their $-2s and S-3s were cleared
for SIGINT.47/ Only limited fusion of the total US/Vietnamese SIGINT
prcduct was effected in country, therefore timely detailed exploitation was
not possible. ,

The South Vietnamese considered SIGINT a valuable source of
information. Their SIGINT effort was directed by J-7 of the JGS. ASA was
the orincipal US agency to coordinate with J-7 from 1961 to 1973. In the
tate 1960s, the US provided the lion's share of allied SIGINT: 95% of all
the airbaorne RDF, and some 65% of ground-based ROF.48/ The ARUN grew
incresasingly dependent on SIGINT as the war continued into the 1970's.

In further attempts to obtain accurate information on infiltra-
tion, the US began to deploy air-dropped sensors in Lass in support of the
Igloo White program in late 1967 (see Figure 9-6).49/ A modest effort at
first, the program employed some 5,000 sensors in 1969 and 44,000 by 1972.
General Westmoreland and others hailed the US sensor effort as a major
breakthrough in the “electronic battlefield" of the future. The major
drawbacks to this highly complex program wera twofold: many analysts and
techinicians were required to mamage its operaticns, and the sensors some-
times couid be spoofed by animals, wind, rain, or enemy countermeasures.
{See Table 9-7).50/ As the war continued, US Army units came to rely

3
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INTEGRAL ELEMENTS MISSION

1 TENS OF THOUSANDS OF SENSORS ON DETECT ENEMY
HO CHI MINH TRAIL

2  RELAY AIRCRAFT ORBITING OVER RELAY SIGNAL TO ICS
LACS (EC-121R, {HEN QU-22B RPV)

. 3  iINFILTRATION SURVEILLANCE CENTER PROCESS & ANALYE SIGNAL,

(1SC) IN NAY.HON PHANOM, THAILAND "~ ALERT STRIXE PLAN:'ERS
EQUIPPED WITH TWO (BM 360-65
COMPUTERS

4  STRIKE AIRCRAFT {F-4, B-52, C-13Q ' INTERDICT
PAVE SPECTRE, HELICOPTER GUNSH!PS) .

SENSOR
SIGNALS

/ >
COMPUTER —_\
b TARGET —
-~ INFORMATION RN
o - ri ’_r“ﬂ’, *.l N A
. Q-.‘:_... ’\ - - - * ~~"‘ e‘.-} p.-
N ‘2 - AR ff - Al aY . /
INFILTRATION : O RS £ e
SURVE:LLANCE - . LT oF
) -~ . ENbOR ; ~,
CENTER .- —_ {& -
»& . SANS

© . -~ \"@\ MO

ABA/78W

SOURLE: Dickson, Electronic Battlefield

Figure 9-6. Igloo White, 1967-1972
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TABLE 9-7. SENSOR OPERATIONS AT A GLANCE

THREE BASIC TYPES IN VIETNAM

¢ Listening Devices to detect vehicles or voices.

3 Seismic Devices to detect ground vibrations or marching men.

° "People Sniffers" to dete.t people through body odor.

SERVICE CONCEPTS

[} Us Army: Each battalion with 12 "packages", each with four
sensors and a receiver.

. USMC: A SCAMP (Sensor Control and Management Platoon)
attached to operational commanders.

) USAF: Large sensor array to detact infiltration and to -#
trigger airstrikes. .

SUCCESSFUL EMPLOYMENT

. US Army engagement at Fire Base Crock, June 1969.
) USMC defensz of Khe Sanh, April 1968.
¢ USAF Igloo White program, 1967-72,

o ARVN sweep aleng Highway 7 near Krek, Cambodia, August 1971

KEY POINTS
] Sensors cannot win'a battie (or the war) by themselves.
. Sensors can be spoofed, and were in Vietnam.
) Sensors must be employed together with other collection assets

in a complementary family. In this way, the strengths of one
type or asset can offset the weaknesses of another.

SOURCE: Multiple Unclassified Articles from 1970-71 Period
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increasingly on sensors to detect the enemy, and the South Vietnamese
employed them effectively by 1971.
4. OPSEC and COMSEC

Another significant problem was the lack of operations security
(OPSEC) and communications security (COMSEC) among US troops. Loose talk
and the reluctance of some US divisions to change their radio call signs
and frequencies for a year or more caused frequent compromises of US move-
ments. By contrast, the enemy's COMSEC was very thorough and effective.

SECTION 5 DLETED

6. Yet Offensive
One major misunderstood issue of 1968 was the performance of US

intelligence before the Tet Offensive in late January. Contrary to popular
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belief, US forces had some warning of impending hostile operations. SIGINT
elements had received indications of an offensive and had alerted MACV.
: , Moreover, the CIA's Saigon Station had "several productive spies" inside f .
%ﬁ “‘f the enemy's high command, and one of them alerted the Station.53/ Accord-
1 ingly, three days after the initial assault, President Johnson stated that
the attack had been "anticipated, prepared for, and met", although this
overstated the case. US Intelligence did lack evidence as to the target
_ cities, enemy methods, and scope of the offensive, which prompted some to

.} cry “intelligence failure."

4 In pariicu]ar, there was a serious disagreement between DOD and
i : MACV on the one hand and CIA and State on the other on the estimate of VC
¥ ¥ order of battle, concerning various categories of guerrilla forces and
3 infrastructure (VCI). The basic problem in estimating the size of the
\ : infrastructure stemmed from the inability of the intelligence community to
B 4 agree on what constituted an infrastructure member. An out-of-date but
» "; clear example of the different assessments can be found in the figures
' c tabled in April 1968 at an intelligence conference:54/

~1 o ey
~ gl ey . £ s
S AT 5

E 2 MACY CIA
fé" "5 NVA/VC main & local forces 123-133,000 135-145,000
| - Admin Services in RVN only 30- 40,000 65~ 80,000
R Guerrillas 50- 70,000 90~110,000
203-243,000  290~335,000 v
VCI . 75~ 85,000 90-120,000
Other Irregulars Not Quantifiable  90-140,000
278-328,000  470-595,000

According to the CIA, MACV J-2 arrived at nation-wide strength
totals by adding up supposedly "hard figures" received from intelligence
officers in the field and compiled 0B data unit by unit, applying rigid
acceptance criteria when examining evide.ice. The CIA accused MACV intelli-
gence personnel of not putting much credence in captured documents, prison-
ers, and soldiers, believing them to be random, spotty, and out of date.55/
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The JCS explained MACV's methodology as consisting of:56/
i . @ Estimates based on 0B holdings, "hard" intelligence data derived
¥;  - 3 from such sources as captured documents, prisoner of war interro-
? _ 1 gation reports, and defector statements,
1 ' ° Estimates complemented by all-source intelligence, "mathematic-
ally innovated into the estimates,"[sic],

iif o‘é [ Estimates incorporating extensive strength data as reported
jf: ; directly from major field commands under very specifically
A f5 supervised collection programs.

B )l By including other irregular forces in the 0B, the Joint Chiefs believed
??i ;; ) that the CIA reflected a military capability well beyond a realistic level,

S thereby attributing to the enemy an exaggerated military strength.57/ That
I , : strength showed itself in the PLAF/PAVN Tet offensive which began on 30
January 1968. '

‘ ’ It is not feasible to state how much of the intelligence short-
Ef" 3 comings at Tet '68 derived from the differing 0B figures. What can be said
v 'i is that many military intelligence personnel and commanders reflected an
*1;: '? unfortunate lack of appreciation of the importance of the VCI in the com-
munist's scheme of things. Further, White House insistence on showing an
enemy 0B under 309,000 contributed to the obdurate position on OB taken by
MACV J-2 and by senior DIA officials. According to Thomas Powers, CIA
Chief Helms' biographer, in September 1967 an Army officer in Saigon con-
fessed to CIA analyst Sam Adams that MACV J-2 personnel had been told to
keep the figure under 300,000.58/ Later, Mr. Helms signed Board of
National Estimates (BNE) paper 14.3.67 reflecting the deflated military
figures instead of CIA's figures, which were nearly double. Sam Adams, who
first uncovered the accounting discrepancies, then began a serious attempt
to have Mr. Helms fired. He didn't succeed, and Helms was reappointed as
Director of Central Intelligence by the newly-elected President Nixon.
Adams charged that Helms caved in under pressure; Helms contended that the
argument got so complex he couldn't make heads or tails out of Adams'
figures.59/
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It must be noted that in 1967 the military chain of command was
pointing to substantial progress and serious attrition of the enemy. It
, would have been embarrassing to double the enemy count. The White House
i_j-' 3 would undoubtedly have opposed and prevented any upward changes in OB.
‘ When the Tet offensive burst over the country, US and GVN authorities were
o W astounded at the breadth and nature of the attacks, the intensity of which
, reflected the surprising numerical strength of the VC and the organiza-
tional ability of the VCI. The point here is not that the VC/VCI were so
badly marked that they never fully recovered, rather it is that neither US
nor GVN authorities knew enough about the communist apparatus to evaluate

properly and anticipate their capabilities and intentions.

. ﬂ The Tet Offensive may even be viewed as an enemy intelligence
'E*- ‘ failure in some respects. The North Vietnamese_had miscalculated badly in
S predicting that a general uprising would occur among the population in the
¥ 7 South, and alsc in helieving that a rapid victory would be attained as a
g} l ?1‘ result of the offensive.60/ The enemy had also miscalculated in several
{ﬁ _j tactical areas. Although the combined enemy forces had seized the initia-
N vf? tive, the VC cadre system took a sound beating during the Tet Oftensive,
" and the Phoenix Program prevented them from regaining lost ground.
r;; ,-%. In retrospect, the Tet Offensive represented a failure of the US
3 'f;> public relations effort more than a "failure" of intelligence. (See Figure
9-7).61/ In the fall of 1967, General Westmoreland claimed that the
R enemy's guerrilla forces had been "declining at a steady rate." Only four
days before the Tet Offensive he said the enemy "had been driven away from
population centers" and was "resorting to desperation tactics" which had
failed thus far. President Johnson had discounted somber analysis by the
CIA and some Pentagon offices, and instead seized upon General Westmore-
land's upbeat reports to counteract public disillusionment with the war.62/
The performance of US Intelligence in Vietnam remained largely
unchanged until President Nixon began the process of Vietnamization in
1969. During the 1965-68 period, the US began to introduce increasingly
ii{; _;3 sophisticated technical reconnaissance assets and sensors, yet was losing

'5;' 5"; the "battle" feor human sources. Although exact numbers remain uncertain,
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PRE-TET PERCEPTIONS OF THE ENEMY

"The enemy has many problems: He is losing control of the
scattered population under his influence. He is losing
credibility with the population he still controls. He is
alienating the people by his increased demands and taxes,
where he can impose them. He sees the strength of his

- forces steadily declining. He can no longer recruit in the
South to any meaningful extent; he must plug the gap with
North Vietnamese. His monsoon offensives have been
failures. He was dealt a mortal blow by t'e installation of
a freely elected representative government. And he failed
in his desperate effort to take the world's headlines from
the inauguration by a military victory."

General Westmoreland, "Progress Report on the War in Viet
Nam," before the National Press Club, Washington, D.C., Nov.
21, 1967. :

TET POST-MORTEM

The April, 1968, post-mortem done by a collection of
intelligence officers discussed the general question of
warning. It concluded that while units in one corps area
- were an alert, allied forces throughout the country
generally were caugnt unprepared for what was unfolding.
Certain forces even while "on a higher than normal state of
alert" were postured to meet "inevitable _
cease-fire violations rather than attacks on the cities." In
other areas "the nature and extent of the enemy's attacks
were almost totally unexpected." One-half of the South
Vietnamese army was on leave at the time of the attacks,
observing a 36-hour standdown.

In testimony before this Committee, both General Graham
and Wiltiam Colby confirmed the fact of some amount of
surprise. General Graham preferred to label it surprise at
the enemy's "rashness." Mr. Colby spoke of a misjudgment of
their potential "intensity, coordination and timing."

Even though quick corrective action was taken to
salvage American equipment and protect U.S. personnel, the
. ultimate ramifications on political and military fronts were
considerable. General Westmoreland requested a dramatic
increase of 206,000 in U.S. troop strength, and additional
equipment supplies. Secretary of Defense Clark Clifford
began rethinking the substance of intelligence. A
collection of intelligence officers finally briefed the
President of the United States on the realities of the
Vietnam War in mid-March, and a few days later he announced
he would not seek re-election.

House Committee on Intelligence (Pike Committee) 1975

Figure 9-7. Views of the Tet Offensive
9-33
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the enemy probably had at least several thousand agents within the South
Vietnamese government and military structure by the 1968-1969 period,
according to CIA analysts.
7. Domestic Surveillance

On the home front, US Army intelligence and other agencies had
begun a sustained effort against antiwar groups. MI officers monitored
these groups' demonstrations, and ASA monitored CB radio communications
during the October 1967 march on the Pentagon, the April 1968 riots in
Washington, the June 1968 Poor Peoples' March on Washington, and during
both party conventions. It was discovered during subsequent Sepate hear-

ings that one Army headquarters unit in Texas had some 190 linear feet of
dossiers and file cards dealing with particularly subversive groups and
individuals.63/

These revelations came as a blow to the Army's public relations
effort. The Army took the brunt of the criticism, even though these activi-
ties were authorized by competent civilian authority. Alerted in 1967 to
possible civil disorders in as many as 100 cities, the Army authorized
surveillance by every major command in the US of any potential trouble-
makers with whom the troops might have to cope in restoring order. By some
accounts, the Army's domestic surveillance did get out of hand, and there
is some doubt that the effort would have effectively countered uprisings in
the major cities, had they occurred.

E.  ON VIETNAMIZATION (1969-1972)

In 1969 the US began to turn over a number of intelligance projects to
the Vietnamese as American combat forces were gradually withdrawn. Through
the continued efforts of the MACV J-2, genuine i5-South Vietnamese coopera-
tion in intelligence was achieved for the first time, and the GVN relied on
US intelligence to an increasing degree, The Vietnamese often assumed
every piece of information from a US source to be valid, regardless of the
competence or authority of the source.84/ (See Figure 9-3 for examples of
sources of information, )65/
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a.

Intelligence Information

Vietnam represented the largest intelligence effort by the US govern-
ment in any one area since the Second World War. One hint of the extent of
US collection activities is given in a National Security Study Memorandum,
NSSM-1 of January 19639, which described the nontechnical sources in Vietnam:

Voluminous reports from American advisors, civilian and military,
working throughout Vietnam. These reports are both formal and
informal. Some are written, many are conveyed to the Embassy
through personal conversations with Embassy officers.

Regular contacts by political officers and provincial reporters
who operate out of the Embassy....

Some limited and relatively unscientific opinion sampling carried
out by Vietnamese teams trained and directed by American
palitical officers.

Contacts between Embassy officers and foreign journalists,
visitors and scholars. Embassy officers seek to tap the know-
ledge gathered by journalists, scholars and visitors in both
written and oral forms.

Systematic screening of local publiications, including such docu~
ments as political party organs as well as edgitorials in the
reqular vernacular press.

Voluminous reports on the opinions of ail these groups gathered
through covert contacts by CIA officers and agents.

Figure 9-8. Some Sources of [nformation.
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Unfortunately, the US and GVN had not seized the initiative in
the "intelligence war," and the balance of human sources still tilted 1in
favor of the enemy. The US made little, if any, progress in improving
collection management, and military intelligence forces generally continued

,i_; é to react to events rather than search out indications of impending enemy
: operations. These critical shortcomings could not be offset by an ever-
growing array of technical collection devices. The GVN intelligence
services improved their professionalism somewhat with increasing contact
with their US counterparts, but the problems GVN services faced in the

early and mid-1960s lingered on. Many ARVN commanders required their
intelligence officers to produce assessments that supported the commanders’

o

point of view. If, for example, a unit took heavy casualties, enemy 08
i estimates in that area could be inflated for the commander to save face.
1 Other ARVN (and US) commanders did not recognize that battlefield intelli-
gence was theirs to direct and use, and not the exclusive property and
responsibility of their intelligence officers. Many Vietnamese commanders
distrusted their intelligence officers, and few had a grasp of SIGINT. Few
operations (US or ARVN) were mounted solely to collect intelligence.
The "coordination problem” particularly hurt the Vietnamese
: intelligence effort.66/ The National Intelligence Coordiration Committee
_Q, (NICC) was established to oversee key GSV agencies but failed to perform
: its role as required. The agencies still operated independently of one
. another, and could not establish natignal intelligence planning and require-
. ; ments or arrive at a comprehensive assessment of the military/ political
v situation,
1. Into the 1970s
US analysts of the CIA and other agencies were slow to recognize

f. 3 that the enemy's supply system in neighboring Cambodia had assumed great
- importance for operations in MR 3 and MR 4 in the south. After Tet, the
comnunists became increasingly dependent on Cambodia as a base area, a
sanctuary, and a funnel for military supplies. There remained a relative
shortage of relisble collection there, and enemy forces employed bewilder-
ing technigques to mask their shipments from the port of Sihanoukville to
South Vietnam.67/
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US intelligence failed to appreciate the changing situation in
Cambordia after the fall of Prince Sihanouk in March 1970. Particularily
significant was the lack of any firm data base on the Khmer Communist Army,
N (KCA), which precluded any accurate judgment of what that force could add
r; - to the total enemy effort. The USDAO Saigon and other US military intel-
g ligence forces had no charter to collect information on the Khmer Communist
: Army. The South Vietnamese neglected this forc:, and no American officials
'g had bzcr in Cambodia since 1965, when relations were broken. The CIA's
E estimate of 5,000-6,000 KCA (assembled by a sergeant in the Royal Cambodian
Army in 1969) was raised to 15,000-30,000. The latter figure became the
X' - }f official US estimate after in-house CIA analysis sugyested that the total
! KCA 0B could be 100,000 or more men.68/

As announced by President Nixon, one major objective of the
Cambodian incursion of April-June 1970 was the destruction of COSVN head-
quarters, which dirvected the enemy war effort in MR3 and MR 4. Although

e w e, Lo

the operation damaged the enemy's logistics system there and gained

precious time for the Vietnamization program, COSVN headquarters was not

found. Unfortunately, President Nixeon's speech on the night of the attack
suggested that the operation would result in the capture of the command
center {complete with top enemy generals, secret maps, and hot lines to

: Hanoi, Peking, and Moscow), and this aspect of the incursion was believed

O by some to be an intelligence "failure", and a military one as well.

] Operation KINGPIN, the dramatic raid by US Special Forces on the
Son Tay prison near Hanoi in Novemper 1970, illustrated the continuing need
for special operations capabilities 69/ and the requivement for timely

. all-source intelligence to support critical missions. [nformation on the

: 3 locations of US POWs was one of the top ten KIQs (key intelligence ques-

%' : tions) for the US intelligence community in 1570, and the most sensitive

: sources were tasked to determine the presence of US POWs at Son Tay. These

sources included SAC SR-71s and Buffalo Hunter recennaissance drones. Some

US officials perceived another “intelligence failure" after the raiders did

not find any POWs at Son Tay. Intelligence on terrain, installations,

defenses and all other
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data needed to support the operation had been outstanding. Unfortunately,

] the ability to determine within hours the actual presence of POWs at Son

: 3 Tay was lacking. Although KINGPIN produced no freed POWs, it demonstrated

‘ to the North Vietnamese that their homeland could be invaded, and produced
a "major positive effect" on the morale of 70% of the POWs.70/

Meanwhile, back in the South, the Vietnamization program con-
tinued, as US forces turned over a greater share of the intelligence respon-
sibility to the South Vietnamese. Particularly important was the transfer
of SIGINT missions, although the Vietnamese continued to depend heavily on
» k the Americans for SIGINT information and support.

i?j ,ﬂﬂ By the early 1970s, South Vietnamase forces had paid dearly for
b gJE their lack of attention to counterintelligence. The ARVN/US operation LAM

-3 SON 719, the inmcursion in the Ychepone area of central Laocs in February
g?’ ',il 1971, was a near-disaster due to faulty security and other problems. The
- .*?. enemy was alerted to the operation months before the assault occurred, and
] _"-_ was able to rehearse effective defenses and countermeasures. In addition,

the ARVN had been thoroughly penetrated by enemy intelligence forces. Some
R US analysts believe that up to 30,000 South Vietnamese were working for
B f: Hanoi by this time.71/

3 g A major intelligence topic of 1972 was the performance of allied
L . inteliigence before and after the major North Vietnamese assault of March
B 3 1972, the “Easter Offensive.” The ailies apparently had some advance
warning of the attacks, for an 3gent had tipped off the South Vietnamese
that the North had decided to take Saigon by May 19--the birthday of Ho Chi
Minh. The GSV misjudged the axis of the attack however, which came
directly across the OMI. The Scuth Vietnamese expected the enemy not ta
viglate the Geneva accords, which forbade viotalion of the DMI, and
axpected an 3ttack from the West.72/ Furthermory, GVN intelligence mis-
) : calculated the timing and metheds of the enemy's attack, and was surprised
S ? by the fact that enemy forces employed mostly heavy conventional weapons.

' The US formed a perspective of the ARVN firces during lhe 1972
Easter Offensive (when the South Vietnamese perfovmance proved acceptable)
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which would endure; the inaccuracy of this assessment worked to the detri-
ment of quality intelligence estimates. South Vietnamese success in 1972
was accomplished with the aid of US advisors, airpower, artillery, and a
well-run US logistics system. Thus, the perception US intelligence gained
was one of am efficient, aggressive ARVN which was able to defend its home
territory. Even as late as 1974, whepn most US support was gone, some
analysts in the USDAO (and possibly other intelligence elements as well)
did not change their views of the ARVN. The collection charters that
guided US agencies shnaped the assessments each agency produced, but the
USDAG had no charter to collect information against the allied ARVN forces.
By contrast South Vietnamese (GVN) targets--both military and civilian--
were fair game for the CIA Station; the CIA went beyond political socio-
economic intelligence and gathered order of battle information and opera-
tional data on the RVNAF.

Ouring this time, US intelligence remained obsessed with using
numbers to show "success." By 1972, the CIA Station was producing some 500
reports a aanth, although a rewiew of Station reporting uncovered aver 160
"agents" who were found to be fabricators. This unfortunate "numbers game"
séilled gver to the South Vietnamese Unit 101, which preduced about 1,500
reports a month; this overwhelmed the analysts, who were hard-pressed to
evaluate the information and follow up leads. The USDAQ performed under
the same ground rules in 1973-74, when it averaged about 1,200 reports a
month. 73/ (See Table 9-8 for an illustrstion of the size of the intelli-
gence effort in the early 1970s.)74/

2. Linebacker | & 1]
The U5 achieved a major surprise in May 1972 with the resuamption

of bambing and the aining of the ports 9f North Vietnem--Operation Line-
backer [ {May-October 1972). Although President Nixon h3d warned the North
Vietnamese of the possible conseguences of their coatinued aggression in
tae South, Hanoi clearly miscalculated the US will and intention to resume
strikes in the North. US success in the Crushing air-to-ground caspaign
was due in part to the continuing efrforts of the «32nd Tactical Recon-
naissance Wing in Udern, Thailand as weil as SAC's S5k-71s (based in
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TABLE 9-8. SOME ILLUSTRATIONS OF THE SIZE OF EFFORT IN EARLY 1970°'s. .

THE EFFORT
v 40,000 sensors associated with Igloo White in Laos by 1972

® Average of over 2,000 aerial recomnaissance sorties per month
over SVN until mid-1971 (460th TRW only)

® 500 reports/month from CIA Station (1972) 3
3 1,500 reports/month from GVUN Unit 101 (1973-74)
° 1,200 reports/month from USDAO Saigon (1974)

. Direct hire employees in early 70's:

DAG - 3,800 CORDS - 1,122
State - 900 AID - 924
CIA - 1,900
) Continuing SIGINT programs (fewer US, more South Vietnamese) )
in each MR.
SOURCE: Multiple Unclassified Sources, Listed in the Endnotes to this Chapter *
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Okinawa), U-2s and Buffalo Hunter drones (based at Bien Hoa) which collect-
- iveiy photographed every major target in the DRV.

Linebacker II operations in December 1972 called for the swift,
massive application of airpower (including B-52s) at the heart of North
Vietnam. Although the North Vietnamese were stunned by the intensity of
the bombing campaign, SAC's stereotyped tactics in the first few days of
Linebacker II compromised the element of surprise to the North Vietnamese
technical intelligence forces which supported the dense air defense system.
Six B-52s were lost on the third day of the campaign, 15 in all. SAC
adjusted these tactics as the campaign continued.

F.  FROM CEASEFIRE TO COLLAPSE {1973-75)

After the Paris Accord of January 1973, US military intelligence
forces left the country, taking most of their cquipmeni :'ith tham. This
. drastically reduced US field collection activities, since the need to

support US combat troops was gone. The Defense Attacne (Office (USDAO) and

the CIA Station--the two components of the Embassy having an intelligence
. mission=-monitored the last ohase of the war. Reports from both offices
passed through the Ambassador’s office.

1. USDAD Saigor

The mission of USDAO's Intelligence Branch was to collect, evai-
vate, and disseminate information on the NVA and VC in response to require-
ments levied by ODIA, the US Ammy Support Activities Group in Thailand,
CINCPAC, and other national intelligence agencies. Within USDAD, the
office of collection and liaison performed human source collection of mili-
tavy intelligence, «coordination with US intelligence activities in
Thailand, and liaison and coordination with GVN agencies. (See Figure
9-9.)75/ In 1974-75, this office was comprised of some 65 Americans and
200 Vietnamase, cut of a total USDAOD staff of about 1,250.

Tha USDAD apparently had considerable difficulty in adeguately
performing its wission.76/ According to the former chief of its Collection
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and Liaison Office, mission accomplishment was hampered by the quality of
people performing collection, by the inadequate collection guidance levied
by OJA and other agencies, and by a prohibition on collection of "politi-
cai", "controversial", and "sensitive" information (such as criticism of
Thieu or evidence of corruption). As a result, key reporting from USDAQ
about the state of the South Vietnamese did not reach decision makers in
Washington. Ambassador Graham Martin insisted that DAO retain a network of
a,wnts to keep track of development in the ARVN, but this received little
support from the Pentagon.

DIA, the primary consumer of UDSAQ reporting, allegedly "main-
tained great interest" in the status of South Vietnamese forces, although
the evidence for this interest is sketchy. In 1973, DIA had one analyst
dealing with friendly forces "on an almost fulltime basis". (A much larger
analytical effort was directed toward enemy forces.) It was not until late
1974 that an official change was prepared in DIA's Manual 491, which
defines that agency's responsibilities, establishing DIA's primacy in
reporting on all forces in South Vietnam (the manual itself was published
in May 1975, after the war ended). According to one account, DIA sought
information on ARVN forces, but USDAQ would report that this information
was unavailable. DIA prepared intelligence collection regquirements (ICRs)
on ARVN forces, but most of these ICRs were not prepared until November and
December 1974.77/

SECTION 2 DELETED
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3. 1974--Enemy Momentum Builds, Analysis Fragmented

In 1974, many captured documents and agent reports were obtained
by Station and USDAO. This information indicated the general aims of the
camuunists' strategy but usually pinpointed precise objectives. Neither
the Embassy nor the GUN was fully prepared for what finally took place due
to a lack of solid interpretation. According to one account, "no one
seemed to agree on the implications of the available intelligence, and as
time passed and more data piled up, divergent iines of analysis only multi-
plied."80/

In early 1974, the North Vietnamese were eager to probe the
reactions of ARVN and those in Washington who still might support aid for
the GVN. Accordingly, the VNA captured Phuocc Long Province, some 100 miles
north of Saigon. The GUN hoped in vain that the province's fall would spur
further congressional aid. But according to some long-time observers aof
the lacal scene such as Denis Warner, Saigon had cried "welf* once too
often; its inability and unwilliagness to re-take Phuoc Long Province
siaply veinforced the views of those who believed the ARVN would not fight
no matter what aid it received.

The Saigon Station and the USDAD tended to agree on the general
character of enemy intentions in 1974--that the NVA/VC forces wou'ld key
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their battlefield initiatives to ambitious objectives. Intelligence
. analysts at USDAO had predicted a general offensive every month since the
cease-fire- of January 1973, according to one account. CIA analysts in
Washington were among the “"least alarmest" in a 1974 estimate for Vietnam,
NIE £3/14-3-74, and predicted no significant enemy advances until 1976.81/
Both the Chief of Station and USDAO objected to this optimistic analysis.
_ According to one account, both the CIA analysts in Washington and their
;j’ _ kindred spirits in the Pentagon "would continue to err on the side of
excessive optimism”. President Thieu and the GVN continued to rely on
Station estimates in preparing their own.82/

Unfortunately, Thieu's inner circle had been pentrated by North
Vietnamese intelligence. According to former CIA analyst Frank Snepp, in
December 1974, a highly placed agent reportedly sent Hanoi a "priceless"
top secret report on GVN plans and preparations -- which included the
allied assessment that the NVA/VC forces were incapable of pushing their
campaign to a level like that of the 1968 Tet Offensive. Thus, the North
Vietnamese apparently had full knowledge of what Thieu expected of them and
could refine their plans to outmaneuver him.

Even without the hostile intelligence penetration, the South
Vietnamese would have had their share of problems. Throughout 1974, the
South Vietnamese had felt deeply the loss of US intelligence assets, and
could not compensate for these losses themselves. By now, particular
problems in SIGINT and aerial reconnaissance collection had emerged.83/

To assist their SIGINT collection effort, the GUN had acquired 30
EC~47 aivcraft equipped for SIGINT collections. Oue to msintenance
proeblems, only about one-third of this number was operational at any one
time.84/ Also, the ARVN technicians did not thoreughly absorb US-sponsored
SIGINT training; few Vietnamese SIGINT techmicians knew their jobs or took
a professional approach to their work.

In the area of aerial reconmaissance, the Vietnamese could not
begin to match the scope of the previous US effort, which had accounted for
30 per cent of all aerial reconnaissance in South Vietnam. The Vietnamese
Air Force acquired sowe 12 RC-87s and six RF-5 jets from the US, but not
the highly-regarded OV1 Mohawk which the US Ammy had empioyed. 85/
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Airborne SIGINT and photographic reconnaissance missions had
become much more difficult to perform due to the rapidly expanding network
of enemy air defenses in South Vietnam and along the Ho Chi Minh Trail in
Laos. These defenses included the SA-2 and shoulder-fired SA-7 surface-
to-air missiles (SAMs) and 37mm, 57mm, and 100mm antiaircraft artillery
(AAR). In addition, enemy forces were well versed in the use of massed
small arms fire for troop air defense. This philosophy of "everybody
shoot" accounted for losses of numerous South Vietnamese aircraft and
helicopters. As the combined NVA/VC air defense perimeter grew, recon-
naissance aircraft reduced the range of their missions.86/

As 1974 ended, various indicators emerged which pointed to a
record buildup of NVA capabilities. In December, Soviet General Viktor
Kulikov, Chief of the General Staff, flew to Hanoi to participate in the
Politbure's deliberations. The last time such a high~ranking Soviet
officer visited the DRV was in late 1971. Analysts at CIA and the State
Department assured the Station that the visit was routine.

4. 1975--The Last Act

Nonetheless, Soviet sealift of weapons to North Vietnam jumped
fourfold following General Kulikov's visit, and Hanoi passed enough
supplies into South Vietnam to sustain an all-out offensive. A joint
CIA/DIA report of 5 March 1975 stated that "North Vietnamese forces in
South Vietnam, supported by record stockpile of military supplies, are
stronger today than they have ever been."87/ The task of pinpointing the
enemy's intentions, even at this late stage, remained as difficult as ever.

Quring this period, US and South Viathasese intelligence forces
were unaware that a major NVA buildup was occui::°, {: the area of Bszn Me
Thuyot., In February the 316th NVA Division marched from the DRV to that
¢ity in threa weeks, employing radio silence al' the way. MNeanwhile, the
South Vietnamese forces had lost track of the 10th and 320th NVA Divisions.
The enemy had gained a 5-1 manpower advantage over the ARVN in this area,
of which nusody in Saigon was aware. Analysts there had come to rely
heavily on SIGINT, in lieu of numan-source data, in fast-moving crisis
situations. (The real probleas of agent-to-case officer communications
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were intensified by the expanding scope of NVA operations, which cut cri-
. tical LOCs.) Apparently, the enemy's effective COMSEC had been over-
Tooked. 88/

Both the USDAO and the Station assessment continued to tocus on
the areas of Kontum and Pleiku as possible locations of attack, and glossed
over Ban Me Thuot altogether. Not until three days after the battle began
there did Saigon planners realize that Ban Me Thuot had been jost.89/ By
late March, the CIA published reports of the definite possibility of a
decisive RVNAF defeat.90/

In March 1975, intelligence analysis was completely overtaken by
events, as demonstrated by reporting on the enemy attack on Da Nang. On
March 17, a CIA/State/DoD memorandum concluded that the NVA would bypass
that city. When Da Nang was attacked shortly afterward, the CIA claimed on
March 20 that the city would hold. On March 25, the assessment sent to
President Ford stated that the GVN probably could not hold Da Nang.
Special estimates on Vietnam were similarly jumbled. Former CIA analyst
Frank Snepp described SNIE 53/14-3-75 as “ambiguous to the point of incom-
prehensibility", and it had all the telltale signs of countless revisions
and analytical compromises.

By early April, the signs of a decisive South Vietnamese defeat
were unmistakeable, and for once all the analysts in Washington had a clear
view of the realities. As USDAO and CIA Station officers began planning to
evacuate the courageous South Vietnamese who had provided intelligence on
the epemy, CIA Director Colby stated on ARpril 2 that the balance of forces
had shifted decisively to the enemy. The following day, an intevagency
intelligence memorandum declared: “We believe that in a matter of menths,
if not weeks, Saigon will collapse militarily or a government will be
installed that will agree to a settlement on Communist terms."91/

The final evacuation of Saiyon has some intelligence-related
problems. The commanding officer of the 4th Marines, the ground component
of the 4th MAB which largely implemented the evacuation, believes that it
should have beer executed three or four days before it occurred, in view of
the rapidly deteriorating situation. This view parallels that of Frank
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Snepp, the CIA analyst in Saigon, who believed that Ambassador Graham
Martin was caught dangerously off guard. After US forces withdrew from RVN
in 1973, the existing US SIGINT data bank was managed by the South Viet-
namese and it atrophied quickiy. No effective data base existed in 1975
when the 4th MAB began to evacuate personnel from Saigon. The evacuation
force was able to begin monitoring the PAVN artillery nets immediately,
however, and te develop reasonably good intelligence concerning units and
movements. Moreover, US forces were aware that the enemy had SA-7
shoulder-fired SAMs near Saigon, which could be used to down helicopters.
Thus, flares were provided in order to decoy the heat-seeking missiles.gg/
(See Figure 9-10 for selected intelligence milestones.)

G.  THE ENEMY

1. The Enemy's Intelligence

US Army MI forces and other agencies were pitted against a tena-
cious intelligence effort led by North Vietnam's Central Research Agency

(CRR}.93/ The kay differences between the CRA and the intelligence effort
mounted by South Vietnam, summarized in Figure 9~11,34/ account Yor many

instances in which the enemy was apprised of US/GUN operationsl‘ This
aspect of the "intelligence war" is fundamental to any understanding of
events in Vietnam, for the enemy regarded intelligence as one of the major

components of success or defea®. Not bniy did the North Vietnamese mount

aggressive collection programs, but their security effort was usually able
to mask the activities of their forces. (See Figure 9-12).95/ Thus, US MI
personnel had the difficult task of sttempting to monitor the perimeter of
an expanding fog.

The system of “people's intelligence" became the major input of
information for enemy forces. People's intelligence networks ran froa
villagers through agent handlers (case officers) to Hamoi. Unteid thou-
sands of Vietnamese supplied bits of infu?natiah~on US/ARVN cperations, and
the enemy often knew of US/ARVN operatiotis by the time they were launched.
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A Vietnamese source lucidly describes the theory of people's
intelligence:

Fundamentally, peoples intelligence means that

every citizen participates in intelligence in order to

safeguard his (or her) cwn welfare and the welfare of

his family and community. The basic objective to be

achieved in peoples intelligence is to know everything

that can be known about the enemy while concealing from

him and denying him knowledge about us. The Communists

usually likened the enemy to an actor performing on

stage under flcodlights before an audience. His every

gesture, every utterance can be perceived by hurdreds

of eyes and ears, yet he cannot make out anyone from

the audience who, like the people, blend themselves

with the dark background. 36/

The quality of people’s int21ligence was probably more effective
in theory than in practice. It is uncertain, for example, that many
villagers were adequately trained to observe and report on allied equipment
or units. Horeové;*, the application of people's intelligence was hampered
by the passive, resilient nature of Vietnamese peasants and their aversion
to authority.

The successes of enemy intelligence were due in large measure to
the allies' unmprofessional security methods. American and ARVN units'
COMSEC was gemerally poor throughout the war; this led to freguent com-
promisas of US/ARVN planms.

The enemy imposed rigid censorship on his own press in the JRY
and exploited the South's lack of military censership. A reader could
ebtain vital information from Saigon papers with relative esse. The
defense budget committees of the GVN's Natienal Assembly often held
question-and-answer sessions with MNinistry of Defease representatives,
which led €o numerous compromises abouc Saigon's defense prograas
Generally, the GVN weuld oaly censor controversial infor@atien on internal
politics.
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The enemy's technical intelligence collection effort expanded

. considerably after 1965. Under COSVN, the enemy formed "technical recon-
naissance sections." These units intercepted US/ARVN radio communica-
tions, 37/ jammed allied radio systems, and conducted imitative communica-

. tions deception (ICD). The NVA/VC forces would imitate Americans on radio

nets, for example, and would confuse US/ARVN artillery units by ordering

"don't shoot, we're friendly" in English.38/ Moreover, the enemy was

equipped with the allies' radios, such as the AN/PRC-6, AN/PRC-10,

AN/PRC-25 and others. According to a Vietnamese source, the successful NVA

capture of Ban Me Thuot in February 1975 was ‘aided by the successful decep-

tion practiced by the 320th NVA Division; the division left its command
radio stations behind as it slipped out to attack the city, and the ARVN
lost track of the division.

The NVA repeatedly overcame US technical collection efforts,
often with astonishingly simple solutions. Aware that the US relied
heavily on airborne direction-finding (DF) “fixes," the enemy would employ
a simple technique called “remoting." He would establish his radio trans-
mitter in one place, his headquarters some distance away, and connect the
. two entities with messengers or wire, Thus, the USAF bombed hundreds,
possibly thousands, of antennas without greatly damaging enemy forces. In
another often-cited example, enemy forces on the Ho Chi Minh Trail would
often spoof US "people-sniffers" by hanging bags of urine alongside the
sensor. Throughcut the conflict, CRA intelligence officers were usually
more concerned at learning how US technical collection techniques operated
than trying to employ these techniques themselves.99/

2. Our Counterintelligence (CI)

. American forces were the major focus of the enemy intelligence
effort, but the MACV counterintelligence (CI) resources were quite limited
in 1965. The 704th Intelligence Corps Detachment provided CI support to the
comand and advised the GVN's Military Security Service (MSS$). This was
the extent of the American military's CI capability. In December 1965,
Company B of the 519th Military Intelligence Battalion arrived in Vietnam
and absorbed the mission, personnel, and equipment of the 704th. In

9-53




THE BDM CORPORATION ' e

December 1966, the 135th Military Intelligence Group assimilated Company B
of the 519th and assumed the CI mission for MACV.10C/ ’

Anerican CI teams deployed to each province. Often collocated
with local MSS teams, American teams regularly participated in combined
operations. Close cooperation was essential to these operations, for the
US units lacked Vietnamese linguists and US CI agents could not blend
inconspicuously with the Vietnamese.

These joint US/ARVN operations presented US CI forces'with some
unique problems in view of the hostile intelligence effort to penetrate the
MSS. In this way, access agents could become apprised of US intelligence
sources and methods. The exact level of penetration of the MSS can only be
guessed, but former CIA analyst Frank Snepp suggests that a high-ranking
MSS official was on Hanoi's payrol1.101/

The MSS and National Police were both penetrated, and the South
Vietnamese gernera’’y placed little emphasis on CI, believing it to be

outside the scope of Al functions. The MSS remained focused on domestic -
political rsporting, and did not concentrate on a much tougher target -~

the VCI. '

' The extensive American use of local Vietnamese in service func- .

tions made US facilities vulnerable to penetration and presented a serious
‘challenge to the entire US CI program. The US required that Vietnamese
full-time employees receive a favorable personnel security investigation
from the MSS, but the MSS did not have the resources to investigate all the
" day laborers who worked at US installations. Tie MSS had a total of 4,328
employees in 1965.102/

H.  STRENGTHS AND WEAKNESSES 103/

In this section an analysis of intelligence stvengihs and weaknesses
will be undertaken. This serves a more constvuctive puvpose than the mere
labelling of events as either "intelligemce successes" or “intelligence .
failures." It also allows for a more accurate assessment; the division of .
events into “success" and “failure" columns overlooks or distorts the
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ambiguity and the varying shades of success or failure that existed in
reality. Further, definitions of success or faiiure often depend on too-
personal assessments of goals and their attainment, which can be overly
influenced hy hindsight wisdom. Disagreements over the performance of US
intelligence just prior to the Tet offensive illustrate the pitfails of a
success-or-failure analysis.

The following ana]ysis, then, is offered in the spirit of constructive
criticism, with hope that military inteiligence forces can profit frow
these onbservations. It should be remembered that if this project were
expanded to include classified information, more US cuccesses could be
included. Moreover, intelligence inadequacies, by their very nature, are
easier to diagnose and are more obvious than the smooth operation of an
adequate system. When intelligence assets performs correctiy, commanders
and policy makers sometimes take this performance for granted, so that when
problems arise a disproportionateiy negative picture of intelligence opera-
tions often results.

1. US Strengths

American military intelligence forces had some successes during
the Vietman conflict in the face of a determined foe and difficult operat-
ing conditions.

[ Yhe US mounted a highly saphisticated techaical collection effort
which reached unprecedented success in finding the enemy, par-
ticularly during the late 1960s. Representative of these tech-
nical advances are the Army's arvay of ground sensors, the OV-1
Mohawk aerial reconnaissance platform, and the ASA and other
SIGINT units in Vieiman.

® US forces displayed a knack for improvising collection techniques
in the field which proved ef®ective in many cases. The develop-
ment. of techmiques for hand-held photograshy by forward air
cantrollers (FACs) Vs one example. US military intelligence
forces developed many other technigues as well.

° Beginning in 1965, the US photographic reconnaissance effort over
the DRV and Laos resulted in high-quality intelligence upon which
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policymakers and top commanders came to rely. Primary responsi-
bility for this effort is owed to the 432nd Tactical Reconnais-
sance Wing and the SAC force of Buffalo Hunter drones, U-2s, and
SR-71s. 104/

The US effectively used enemy documents, which stated the NVA/VC
objectives and methods of operation. Documents were vital, for
example, in determining the extent to which the enemy used the
Cambodian port of Sihanoukville to support his logistic effert.

The general track record of some analysts was consistently sound
in reporting the real obstacles that lay in the path of American
objectives in Vietman. Unfortunately, the analytical community
was not united in its assessments.

The American mi‘itary intelligence displayed a fairly good cap-~
abilit: to exploit the information obtained through prisoners,
railiers, or deserters from the enemy side. This information was
employed to help determine the enemy force structure and other
key information.

Some innuvative ideas emerged during the course of the war, such
as the Innocent Civilian fenters. According te¢ one account,
these centers offered a welcome respite for villagers who residad
in VC based areas, and yave the Americans a chance to collect
information from tha viilagers; this helped to offset the gains
the enemy had made with his “peeple’s intelligence" technique.

The dissemination of inielligence infurmatior. upward through the
chain of command was un.formly good; untold thousands of letters,
maps . and documents were forwarded by field commecnders to MACV
Intell:gence, which should have given MACY Headquarters analysts
a gocd "feel" for the war in the csuntryside.

Positive action by UsG intelligence personnel in preventing ARVN
mistreatment of encamy prisoners is praiseworthy. This was impori-
ant in praventing unpleasant "media e.ents" and often paid off in
the form of positive intellijence from the captives (who often
expected harsh abusas or torture). '
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US Weaknesses

The weaknesses of the American military intelligence system in

support of the war effort outnumbered the strong points. This was due to a
combination of factors (including the nature of intelligence operations in
. that theater, character of enemy and friendiy forces, etc.).

The United States lacked a cohesive, coordinated intelligence
effort throughout the war. Although many different US intelli-
gence groups operated in Vietnam, there was never a free exchange
of information between them. Neither did top policymakers demand
such an effort. This shortcoming began early on and accounted
for numerous problems in the entire allied intelligence effort,.
This shortcoming increased as US involvement in Vietnam deepened.
Security of American and ARVN field operations was poor, both in
terms of operations security (OPSEC) and communications security
(COMSEC). As a result, the enemy generally was apprised of the
major allied "search and destroy" missions. Poor security gave
an added bonus to the NVA/VC "people's intelligence" effort.

Top American commanders did not understand the issues and com-
plexities of the intelligence effort, particularly in the cri-
tical years of 1965-67, and because of inadequate guidance to
intelligence elements, failed to obtain a grasp of the enemy's
total capabilities. The result was that top policymakers mis-
understood and underestimated the enemy throughout most phases of
the war. "Yietnam realities" became veadily apparent to those
who were closest to the enemy in the field. (See Table 9-9 for
the relationship between military incompetence and faulty infor-
mation from MI services. It is important to examine the close
relationship between the two factors, )105/

The American infatuation with numbers to "Kkeep score" was harmful
to the overall intelligence effort, and has been labeled as "one
of the more trying experiences" by one top official. Nobody had
much faith in the numbers, which could be inflated or otherwise
tampered with.
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TABLE 9-9. CHARACTERISTICS OF MILITARY INCOMPETENCE

1.

*2.

x4,

*6.

8,

*10.
1.

12,
*13.

14,

*3.

Many commanders and intelligence professionals agree that good information
on enemy forces is necessary to success on the battlefield. Incompetence
in battle is closely related to faulty MI, and the following are character-
istics of incompetence, some of which occurred in Vietnam:

A serious wastage of human resources and failure to observe one of
the first principles of war--economy of force.

A fundiamental conservatism and clinging to outworn tradition,
an inability to profit from past experience (owing in part to
refusal to admit past mistakes).

A tendency to reject or ignore information which is unpalatable or
which conflicts with preconceptions.

A tendency to underestimate the enemy and overestimate the capabil-
ities of one's own side.

Indecisiveness and a tendency to abdicate from the role of decision-
makers.

An obstinate persistence in a given task despite strong contrary
evidence.

A failure to exploit a situation gained and a tendency to "pull
punches" rather than push home an attack.

A failure to make adequate recomnaissance.

A predilection for frontal assaults, often against the enemy's
strongest point.

A belief in brute force rather than the clever ruse.
A failure to make use of suvprise or deception.

An undue readiness to find scapegoats for military setbacks.

A suppression or distortion of news from the front, usuaily ration=-

alized as necessary for morale ovr security.

A belief in mystical ferces--fate, bad Juck, etc.

*Ralated to MI topics
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The potential of computers in intelligence work was never
properly exploited. The problem was that US forces in RVN were
late in getting computers and had few people who could program
them; therefore, it was in the later stages of the war before any
value was reaped from the computers.

Many US specialists generally underestimated the enemy and his
“primitive" methods. For example, American military intelligence
personnel generally lacked an appreciation of the enemy's cap-
ability to overcome the US technical collection effort, often
with simple countermeasures.

The US Army was slow to respond to the need for trained intel-
ligence personnel in the theater to accompany the introduction of
combat troops. If anything, there should have been a trained
cadre of Army intelligence personnel there before the introduc-
tion of combat troops. It was not until 1967 before trained
intelligence personnel were available to General Westmoreland in
sufficient numbers. A long lead time was needed to recruit and
train intelligence personnel.

Collection management was faulty and badly organized, according
to several accounts. As a result, intelligence operations lacked
coordination with one another and analysts were burdened with
ever-increasing volumes of worthless or marginal information.
This appeared to be a common failing of intelligence officials in
Washington, MACV, the USDAQ, and the CIA Station, and spread to
the Vietnamese units as well. Moveover, there was a large-scale
duplication of effort between US elements of CICV and MACV's J-2.
MACV was unable to produce coordinated intelligence under pres-
sureg of short deadlines. This was due to unnecessarvy compart-
mentalization and because production elements were scattered
around the Saigon ar2a with no secure telephone links. This
shortcoming is, in retrospect, not only a failure of intelli-
geiice, but a failure of command elements.
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The US intelligence forces lacked a clear understanding of the
enemy's leadership, despite the fact that most of these leaders
had been active for several years before US combat troops were
committed. As a result, US intelligence was unable to report
clearly the strategic goals and direction of this leadership.
Similarly, US MI personnel generali; #id not appreciate political
realities, even though the war itself was influenced greatly by
Vietnamese political factors.

The allied intelligence effort lacked understanding of the VCI
(Viet Cong Infrastructure), particularly from the early 1950s to
about 1968. As one major resuit, US forces lacked a keen appre-
ciation of the subtleties of political warfare as practiced by
the enemy.

The US generally lacked a thorough knowledge of the eneniy's
complex logistics system, which was critical to the maintenance
of his war effort. Some analysts understood the complexities of
the Ho Chi Minh Trail system well, but were upable to convey to
policy makers the critical importance of this system so that both
out-of-country and in-country military actions could be directed
against it. Likewise, there was a lack of feeling for the
amounts of ammunition and rations needed to sustain enemy units
of a certain size for a certain period of time.

There was no cohesive, coordinated effort to define the size of
the enemy force, a fact which led to shrill disputes over the
enemy 0B in 1967. Likewise, US ignorance of the size of the
Cambodian Khmer Communist Army (KCA) was even more pronounced.
MACV's preoccupation with viewing the 0B in classic military
terms prevented the command from assessing the epemy in the
context of a much broader peopie's war, in which the enemy tmobi-
lized civilians to assist his efforts. As a result, MACV appar-~
ently underestimated enemy strength at a erucial stage. #ACV
stated that the strength of the KVA/VC regulars in South Vietman
had peaked in late 1966 at 127,000 and had declined slightly teo
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118,000 in November 1967.106/ (Other analysts, however, believed
enemy strength to be much larger by late 1967.) Tiwus, US forces
were surprised by the massive scale of the enemy's offensive
during Tet in early 1968.

The Army has never considered MI to be one of the “glamor®
specialties, as the influx of untrained and unprofessional MI
personnel during the crucial 1965-66 period illustrated. The
American command in Vietnam was often saddled with MI specialists
of marginal quality, many of whom could be spared from "more
important” duties in Headquarters, DA or in Europe.

duman-source intelligence collectors frequently played the
“numbers game" and recruited large numbers of marginal sources
who often failed to provide useful information. Also, the human-
source collectors frequently demonstrated unprovessional trade-
craft and tended to cut corners. This occurred both in South

Vietnman and in the United States, where the lack of sound trade- -

craft was apparent to the many students who were monitored by MI -
units during the late 1960s. '

The US had continuing problems n attempting to define enemy
intentions in Vietnam, specifically where Ye might attack next.
To this end, an automated methodology of “pattern analysis® was
first used successfully only in 1967 operations. 107/

The US intelligence collectors were bound by the "rules" of
collection, formulated in Washington, which prevented the
assembly of a thorough, comprehensive picture of the enemy. For
example, MI units generally were prevented from ccliesting 0B
information about enemy forces in sanctuary areas in Laos and
Cambodia. 103/ The enemy did not simitarly constrain his activi-
ties as enemy planners treated Indochina simply as one large
theater,
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Figure 9-13,
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"Intelligence to piease" was a continuing problem. This was pri-
marily practiced by the South Vietnamese, but occasiopally intel-
ligence was geared to suit the whims of US commanders as well.
This problem extended from everyday field operations to Wash-
ington (where top policymakers pressed for "favorable" assess-
ments of the situation from the Intelligence Community, according
to comments made available to the Pike Committee).110/
Intelligence estimates of the actual situation in Vietnam were
greatly influenced by inter-service rivalry. One reliable source
has noted that the JCS was usually divided on the effects of the
bombing effort against infiltration in North Vietnam and Laos
with the USAF and USMC in favor of the effort, the Army skep-
tical, and the Navy giving reluctant support. Estimates of the
bombing were replete with footnotes indicating dissents from the
analytical mainstream and presented a jumbled picture to top
decisionmakers. '

SIGINT remained a mystery for many US field commanders due to
over-compartmentalization. The evaluation of SIGINT reports was
based largely in the US and much of the data went out of Vietnam
before getting the analytical treatment and applications it
should have received. Specifically the evaluation of SIGINT in
the YS did not satisfy the combat commanders' requirements for
tactical intelligence due to its lack of direct relationship to
the tactical situations at hand, timeliness and details. Few
companders and staff pevsonnel had the necessary clearances, and
the S50 system proved unwieldy during the course of the war.
Moreover, the SIGINT conmunity often failed to vecognize that its
product was for the benefit >7 field commanders, and the "rules”
dictatea that the local G-2 often had o obscure the actual
source of the SIGINT information. (By contrast, the Israeli
SIGINT effert has loag been aimed at providing immediate suppart
to field comtanders with a mininum of red tape.) Overall SIGINY
support could have been enhanced many fold if a broad analytic
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SIGINT effort in direct support of the field commander had
evolved with the build-up of combat forces. (The Services had
the capability to perform this SIGINT analysis but were denied
its implementation.)

° The US was particularly dependent on unreliable sources of infor-
mation during the very early periods of American interest in
Indochina. First the US relied on French sources, then on Viet-
namese sources--both of which could be and often were misleading.
In effect, US policymakers often viewed events in Vietham through
a narrow and often cloudy window, and failed to recognize the

sweeping political and wilitary changes which were underway

3 during the late 1950s and early 1960s.

° Later on, the “charters" for MI collection began to stand in the

_ way of getting the job done. (This is apparent in the case of

. the late DIA involvement in coverirg ARVN forces.) Intelligence

i : organizations would frectently claim that “we have no charter to

‘ 4  do this", when often these key subjects required thorough cover-

: _ age. An underlying reason for this phenomenon is the bureau-

C . cratic rationale chat expansion of an organization's charter

would entail more work and vequire the commitment of mure

i } resources than had previously existed.

(] There was little appreciation for the effects of outside polit-
ical events an the war. This particularly applied to the effects

B .. 3 of the Sino~Soviet split (which had been developing since the

very early 1960s or possibly evan before) and the Chinese Cultu-
ral Revolution (1966-69), when the Chinese were thoroughly
‘ : absorbed in internal affairs. At the time, many in Washington

+ SN believed that China would come to the aid of the RV if the US or

g GVN forces invaded the North.

3 o Few US analysts had 3 good feel for Vietnamese history or cul-

"' ture. Fewer still spoke Vietnamese, which remdined a key draw-

. back to a professional intelligence effort. Thus, many American

intelligence personnel (inciuding those in KACV, USBAD, and the

g-84
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CIA Station) failed to view the war from a Vietnamese perspec-
. tive. Moreover, the short one-year tours prevented the develop-
ment of such a perspe~tive.
¢ As a rule, the Intelligence Community lacked a complete picture
of the enemy's vulnerabilities, and was thus unable to exploit
them. Likewise, there was little appreciation for how the
4 3 enemy's capabilities had changed over time. These changes con-
tinued to bring new vulnerabilities (morale, dependence on out-
side support, etc.) which could have been exploited.
° American training of South Vietnamese intelligence forces left a
. great deal to be desired, according to both Vietnamese and
.': American sources., This was particularly important in fields of
.. . sophisticated technical collectian.
- ] From time to time, various intelligence agencies were reluctant
F to accept new findings. For example, CIA analysts were slow to
& . recognize the changing pattern of the enemy's logistics system
r (with the dependence an the port of Sikanoukville). Similarly,
DIA and the military agencies were reluctant to accept changes in
. the enemy 0B. '
. American MI personnel and commanders did not set into motion a
genuinely effective counterinteliigence (CI) program, particu-
Tarly during the crucial years of 1965-66. This shortcoming made
it possible for enemy intelligence officers to operate in SN
with relative ease. In this respect, the IS had to depend on the
inefficient GUN CI and police organizations, at least in part.
¢  Dissemination of intelligence downward from MACV to the field
coamanders was poer. Some who served in command positions note
s that the upward flow of inteiligence to MACV was thorough, but
R . that MATV furnished little useful information back down the chain
' to field commanders. '
° The Ml commuynity had littie knowledge of the ARWN's ability te
use its military capabiiities. This fact is related to the
“charter probiem," recounted earlier in this subsection, but an
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unbiased picture of ARVN's true capabilities was essential to the

understanding of the war effort. .
. Human-source intelligence from the field was slow in transmis-

sion. This was primarily due to two factors: generally unavoid-

able delays between the source's (agent's) access to the informa-

- tion and transmission of the information to the case officer, and
often-avoidable delays in the case officer transmission of this
information to the analyst. This problem is related to the
collection tasking shortcoming, mentioned earlier. The analysis
(frequently overwhelmed with great quantities of marginal human-
source reporting) did not tell the case officers, "This subject
is critical to the analytical effort, so report it immediately."

) Inte111gence weaknesses in support of the Vietnamese war effort
can be summarized as:
e¢ Failure to recognize that the various levels of staff intel-
ligence directors were managers and not analysts. v
ee¢ Failure to recognize that the purpose of intelligence col-
lection, analysis and reporting was to support the com-
mander. .
oo Failure to recogniza that the intelligence product was an
integrated, three-discipline report developed by a directed
and determined interaction among these disciplines during
all phases of the intelligence cycle.
e¢ Failure to establish a dissemination procedure which would
meet the commanders' needs of content and timeliness.
e Failure to integrate the intelligence effort of the Services
and agencies with that of the tactical combat commanders and
policy makers into a cohesive effort. o
3.  Enemy Strengths
The - NVA/VC intelligence forces had many successes against their .
counterparts 1n the South Vietnamese intelligence services and against US .
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intelligence as well. These successas were due both to US/GVN short-
. comings, noted earlier in this chapter, and the strengths of the NVA/VC
intelligence effort, listed below:
° The enemy, throughout his long history of warfare against foreign
. forces, had developed and refined the concept of cover and decep-
- tion to a very high degree. The essence of cover and deception
is the attempt to strike at the enemy commander's mind and to
maintain ultimate economy of force, defeating the enemy's battle
plan without necessarily engaging his forces in combat. Speci-
fically, the enemy used a wide array of radio deception tech-
niques, dummy air defense sites in the North, disinformation, and
other techniques throughout the war. The enemy quickly learned
of US and GVN intelligence sources and methods and was quick to
counter them. In this respect, the enemy made widespread use of
night operations.
. . The enemy tailored his intelligence effort to the realities of
the war. The enemy recognized the compelling need for a

thorough, well-coordinated intelligence system to off-set
superior US strength. The enemy steadily gained the support of
the people (by persuasion and cvercion) and, by the early 1960s
was winning the guerrilla war. Local support accounted for the
repeated success of his intelligence forces. Indeed, a retrospec~
tive look at the progress of the guerrilla war in the countryside
gives one indication of the number of enemy cadres.

. The enemy effort to penetrate South Vietnamese security forces
paid large dividends. South Vietpamese officials working for
Hanoi were often able to supply key information on US and GVN
defense forces and intentions. Other South Vietpamese recruited
by the V{ were placed in key counterintelligence positions, and
helped to offset LS and GVN counterintelligence programs divected

. against the enemy. According to one account, the South Viet-

namese National Police was thoroughly penetrated, particularly in
the northern provinces of South Vietnam. The Military Security
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Service (with which US CI forces enjoyed a close relationship)

was also heavily penetrated, possibly at the uppermost levels. .
An in-house CIA estimate of 30,000 GVN/ARVN penetrations by the
enemy should not be ignored, even though US officials apparently

,  were once reluctant to face this possibility because of its
implications for success of the Vietnamization Program.111/

) Significantly, North Vietnam mounted a unified, cohesive intel-
ligence effort. Thus, the DRV was spared the time-consuming and
often fruitless coordination which was required of US and GNV
intelligence forces. Moreover, the goals of the North's intel-
ligence program avparently did not change greatly over time.

) The DRV remained a most difficuit target for US and GSV intelli-
gence forces, in effect a "denied area". The DRV was very much a
police state, with police-state controls similar to those found
in other communist countries. This sharply reduced the prospects
for success of sensitive human-source collection efforts based in v
that country. By contrast, South Vietman was "wide open" for
North Vietnamese CRA agents.

° Eneay personnel operating in the South stressed compartmentaliza- .
tion and security. They employed various types of controls on
their personnel in the South, which tended to frustrate US/GVN
efforts to penetrate communist cells or forces.

() The North Vietnamese war erfort was led by commanders who under-
stood intelligence issues and the corresponding political battle.
Thus, the enemy stressed synthesized reporting, featuring mili-
tary and political subjects.

. The North Vietnamese intelligence effort was not bound by the
so-called "rules" under which US forces operated. Thus enemy
intelligence forces (with some cadres who had operated in SWN for
years) were free to employ whatever methods they could to collect
information, however brutal or unsavory those methods might have .
to be.
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4, Enemy Weaknesses

NVA/VC intelligence was not without its drawbacks. At this
unclassified level, the full range of the enemy's sources and methods
cannot be reported, but those who are familiar with the NVA/VC effort point
out that they had weaknesses as well as strong points in the intelligence
Tield. Some of these problems are Tisted below:

. The people's 1intelligence system, on which the enemy relied
heavily, often lacked trained observers. The enemy apparently
made up for this shortcoming by employing large numbers of
villagers to report on US/ARVN operations.

) Enemy forces occasionally displayed a lack of compartmentaliza-
tion. Enemy commanders had to let their men know what was geoing
on. Thus, some documents became available to US intelligence
which proved valuable. '

¢ The enemy was occasionaily surprised by the unpredictability of
US political leadership. This was made apparent by his surprise
during the Linebacker I operations of early 1972, when Hanoi
miscalculated the American leadership's will to resume the bomb-
ing campaign over the North. The enemy apparently lacked a
comprehensive ability to anticipate key national-level decisions
in Washington.

(] Apparently, a significant proportion of enemy intelligence
sources in South Vietnam were recruited under duress. The over-
all effectiveness of recruiting via blackmail or other stressful
techniques~-in terms of quality of reports--has long been
questioned by irteiligence. professionals. Such efforts often
result in unpruductive agenté who give just enough information to
“"get by". Again, it is likely that the enemy made up in number
of sources what he Yacked in individual quality of agents.
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I.  SUMMARY ANALYSIS AND INSIGHTS

The initial absence and subsequent inadequacy of US intelligence
assets in Southeast Asia during the critical advisory period (1950-1965)
and overdependence on the host nation for information made it virtually
impossible for US decision makers to get a realistic appraisal of the
insurgency potential and political and social ferment in South Vietnam or
the preoccupation of the DRV with "land reform" (population control) in the
North. Lacking such essential information, the advice and support given by
the USG to the GVN was based on faulty analysis and was therefore inade- N
quate to meet the real political and insurgent threats, resuiting in the
near collapse of the GVN and RVNAF in 1965. This intelligence failure
contributed significantly to the USG's commitment of ground combat forces

in RVN.
Among ‘senior officers and within the intelligence community, there
appears to have been a lamentable lack of familiarity with the enemy's .

doctrine, organization, strategy, and tactics coupled with a related
failure by most to read and understand the writings of Mac, Ho, Giap, and
others or to try to learn from the French experience against the same »
enemy. Those who did understand the enemy apparently were unable to articu-
late their cencern or knowledge at high levels within DOD and the admini-
stration. Had a better understanding of the enemy's modus operandi existed,
the VCI would have been an early prierity intelligence target. Since the
infrastructure was not targeted early enough, it was able to become
entirenched and to foment insurgency with marked efficiency.

Concentration in the Reserve Component of substantial numbers of
personnel with various intelligence M0Ss left the active military forces
with {nsufficient deployable intelligence specialists in 1965, and that o
critical shartcoming resulted in an intelligence product that was consider-
ably lower in quality than it might otherwise have been. (Failure to
mobilize hurt the Army and Marine Corps across the board, not simply in the .
intelligence field).
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The one-year US tour of duty in RYN inhibited the intelligence func-
* tion and deprived analysts from gaining and using the expertise that comes
with time on the job. _ :

Excessive reliance on SIGINT by the US and ARVN made them susceptible
to communications deception; ARVN's poor OPSEC/COMSEC often alerted the
enemy and resulted in heavy casualties and tactical failure =- such as in
LAM SON 719 (1971). US COMSEC was also generally very poor.

The communist enemy in Southeast Asia appreciated intelligence as a
major component of success or failure and therefore employed every intelli-

. gence mechanism available to him, including people's intelligence, while
simuitaneously practicing generally excellent COMSEC.

Perhaps the best example of coordinated, top-level, all-source

. | operational intelligence was Operation KINGPIN at Son Tay. A1l of the data
needed to execute that raid with a high (95%) chance for tactical success
without casualties was obtained because of the level of interest (President
Nixon, Dr. Kissinger, Secretary of Defense Laird, and Chairman of the
Joint Chief of Staff Admiral Moorer), thus assuring priority acquisition
and full cooperation by all federal agencies. Execution was virtually
flawless. Failure to free any US POWs was not an intelligence failure (it
was recognized at the time of launch that there was a strong likelihood
that the PQWs had been transferred); rather it is an illustration of the
difficulty in obtaining and acting on time-sensitive, perishable informa-
tion.

. NSA's insistence on conducting SIGINT analysis in CONUS often delayed
the availability of important data beyond the point where it would have
been useful, Further, analysts in CONUS could not be expected to krow and
appreciate the tactical commanders' requivements nor could they have access

: to local collateral information that would help in the analytical process.
. The US and GVN failed to provide for or use effectively skilled stay-
behind agents in and after 1954. This type of operation requires early
planning, training, and indoctrination plus careful preparation. Con~
versely, the DRV anticipated, planned for, and implemented an effective
stay=-behind program which, in the early 1960s, nearly toppled the GVN and
which provided vaiuable HUMINT and other services throughout the war.

9-N




THE BDM CORPORATION

US and GVN intelligence apparata focused too much on main force units
and not enough on the VCI and local guerrillas unrtil very late in the game.
Further, the focus on enemy "capabilities", not balanced by arzliysis of his
"intentions", helped to lead to such major surprises as Tet '68, Lansom 719
(1971), the Easter offensive (1972), and the Final Offensive (1975).

With some exceptions, order of battle intelligence on PLAF and PAWN
main force units was good to excellent throughout US involvement in the
war, as a result the enemy was generally unable to mass and seriously
threaten large US units.

Despite the many positive aspects of US intelligence operations in
Indochina (SIGINT, PHOTINT, HUMINT acquisition and analysis) there is need
for a more cohesive effort between intelligence personneil, commanders, and
policy makers and between the Service components and intelligence estab-
lishments. (See Figure 9-14) '

J.  LESSONS

] A truly integrated intelligence effort, comprising all sources of
information, is essential to the success of any intelligence
effort. Moreover, an all-source effort is required for analysts
to select the best sources for a given task (See Figure (9-15)
and to screen out enemy attempts at cover, deception, or disin-
formation.

. To support an in-theater intelligence effort, an all-source
intelligence center, including SIGINT, should be established
under the theater commander (unified, subunified or combined) in
country or nearby to fuse the collected information. Analysts at
this center would require access to the same highly sensitive
information which the senior intelligence analysts in Washington
would have.

° Unit commanders and their staffs at brigade and possibly batta-
lion level should be cleared for SIGINT and should receive direct
SIGINT support during combat operations to optimize tactical
operations and fully exploit afl-source intelligence.
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. POLICY MAKERS
;'-é’.'l' B
. INTELLIGENCE COMMANDERS
. WHAT WAS IN VIETNAM:
POLICY MAKERS
“SCREENS" OF
T MISUNDERSTANDINGS,
DISTRUST, DEMANDS
FOR “INTELLIGENCE
TO PLEASE,"” ETC.
s INTELLIGENCE COMMANDERS
* asa/7ew
]

Figure 9-14. What Should Have Been: The Necessary Effort
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QUESTION TASK OR REFER TO:

“WILL THE ENEMY ATTACK KONTUM?"*

“WHAT ARE THE CURRENT ENEMY ACTIVITIES?"

*“WHERE IS THE ENEMY BASED?" PHOTO RECONNAISSANC
“HOW MANY ENEMY REINFORCEMENTS ARE IN THE SENSORS
PIPELINE TOWARD KONTUM?”

*“WHAT ARE THE ENEMY'S MEDIUM-RANGE AND CAPTURED DOCUMENTS
SHORT-RANGE GOALS?”

“WHAT ARE THE ENEMY'S LONG-RANGE GOALS?" OPEN-SOURCE LITERATURE

L

FUSE AND SYNTHESIZE TO
SCREEN OUT COVER, DECEPTION,
AND DISINFORMATION AND TO
ARRIVE AT BEST JUDGEMENT.

-

WHERE IS THE ENEMY, IN WHAT
NUMBERS, AND WHAT IS HIS OPERA-
TIONAL INTENT?

A381/70W

SOURCE: BDM Analysis of Intelligence Documentation and Interview
Notes Reflected in the Endnotes to This Chapter

Figure 9-15. The Requirement for Multiple Sources
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. If the intelligence effort is to succeed in the first critical
N period of a crisis, there must exist a sufficient body of trained
intelligence personnel in all specialties of the inteliigence
field, and personnel activities must have the capability of
identifying and assigning to appropriate headquarters, field
organizations, and combat units the requisite intelligence spe- {
cialists. o
. In any form of hostilities, people are fundamental to the overall
intelligence effort in the sense that agents, case officers, and
analysts exploit HUMINT -- people and the documents they produce,
such as diaries, directives, reports, etc., or the theoretical
writings of key figures such as Mao, Ho, Giap, and others --
which gives the analysts the best perspective on enemy inten-
tions, while technicians exploit technical sources such as
SIGINT, sensors, photo reconnaissance, etc., and are best geared
to answer questions relating to enemy capabilities and current
operations. (See Figure 9-16). Indeed, simple methods, per-
formed well, tend to work best against a non-technical enemy.
® The US still 1lYacks a sophisticated and sound information
gathering and analytical process to divine and order probable
enemy "intentions" to complement and supplement the evaluation of
his capabilities
[ Commanders (anrd their staff officers) who provide intelligence or
operational data to the press must establish good working rela-
tionships to prevent the “credibility gaps" and similar probﬁems :
which otherwise might occur.
° Superior military force does not ensure victory without adequate
intelligence. By the same token, an enemy who is not a technolo-
gical match for his opponent must marshal a thorough inteliigence
and countevintelligence effort to offset his opponent's
. advantages in manpower, firepower, and equipment,
° Historically, intelligence training and use in peacetime for
officers in the US Services have been less than adequate; selec-
tion and training of intelligence specialists have failed to meet
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SO e

early requirements in major crises. These problems should be
resolved at the top command levels by recognition of the need for
a truly professional military intelligence corps in peacetime to
assure its availability in time of war.

The predilection among many commanders and their staffs for
trying to achieve consensus in the analysis and reporting of
intelligence information must be avoided at all cost; divergent
opinions and conflicting analyses should be tolerated, listened
to, and even encouraged.

Insurgents operating in territory familiar to them will succumb
to reguiar forces only if the regulars know and understand their
insurgent enemy and then fully exploit their own mobility, fire-
power, communications, and other mgdern advantages without
counterproductive fallout among any ‘indigenous populace. 'That
requires good intelligence.
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ASA
CDEC
cl
cIcv
CI0G
cIo
CMEC

. CHIC
COMSEC
CORDS
COSVN
CRA
OF
FAC
1CD
ICR
IR
JGS
KCA
KIQ
NI

. NSS
NICS
NIE
08
OPSEC
PAVN
PRY
RR
SIGINT

ACRONYMS FOR CHAPTER 9

Army Security Agency

Combined Documents Exploitation Center
Counterintelligence

Combined Intelligence Center, Vietnam
Civilian Irregular Defense Groups
RVN's CIA

Combined Materiel Exploitatien Center
Combined Military Interrogation Center
Communications Security

Civil Operatons and Revelutionary Development Support
Central Office for South Vietnam

DRV's Central Research Agency
Direction Finding

Forward Air Controller

Imitative Communication Deception
Intelligence Collection Requirements
Infrared

Joint General Staff

Khmer Communist Army

Key Intelligence Question(s)

Military Intelligence

Military Seturity Service, GUN
National! Intelligence Estimate
National Intelligence Estimate

Order of Battle

Operation Security

People's army of Vietnan

Provincial Reconnaisance Units

Radio Research Group

Signal Inteiligence
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SNIE Special National Intelligence Estimate .
S0G Special Operations Group (Studies and Observations Group)
SS0 Special Security Officer
VCI Viet Cong Infrastructure J
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Gen. Bruce Palmer Jr., letter of 24 August 1973 to LTG William E.
Potts, then Deputy Director, Defense Intelligence Agency. Copy held
by Assistant Chief of Staff, Intelligence, Department of the Army.

Volume III of this study treats this subject in detail.
"Lansdale Team's Report on Covert Saigon Mission in 'S4 and '55,"

excerpts from the report of the Saigon Military Mission printed in The
New York Times, The Pentagon Papers (New York: Bantam Books, Inc.,

1971), pp. 53-66. Hereafter: NY Times, Pentagon Papers.

Table 9-1 is derived from Senator Mike Gravel, The Pentagon Papers
(Boston: Beacon Press, 1971), Four Volumes, Volume I, pp. (in order
of appearance on the table) 429-433; 525-531; 573-583; and 267. Here-
after: Gravel, Pentagon Papers.
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p. 266.
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mental task force. NY Times, Pentagon Papers, pp. 119-125.

Gravel, Pentagon Papers, Volume II, p. 439. This section discusses
"The Context of Decisions" in The Kennedy Programs (1961-1963).
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operation {Operation Pluto) to place high~priority intelligence opera-
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noted that the in-country intelligence operations were grossly inade-

quate and could hardly be termed boid.

9-81



THE BDM CORPORATION

13. MG Alfred M. Gray, Jr., USMC, BDM Interview on August 9, 1979 at
Quantico, VA. General Gray, then a major, was one of the pioneers of
Marine Corps SIGINT. He later served several additional tours in RVN.
On November 9, 1978, MG George A. Godding, USA (Ret.) was interviewed
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9-82

T o A LR e 1T




THE BDM CORPORATION

25,

26.

217.

28.

29.

30.

3.

32.
33.

34.

35.

ENDNOTE DELETED
Further details of the Diem coup are found in Chapter 3, Volume III.

McChristian, pp. 18-19. This book gives a comprehensive view of
operations Cedar Falls and Junction City as well as a thorough dis-
cussion of the organization of US military intelligence in 1965-67.

MG George A. Godding, USA(Ret) manuscript comments, December 1979.

Gravel, Pentagon Papers, Vol. IV, "The Air War in North Vietnam,
1965-1968," Chronology, pp. 1-17. .

McChristian, p. 47.

Figure 9-2 is based on McChristian, pp. 27, 34, 41, 48. Manning
figures are for the year 1967 when the best data are available; also
see Lung, Intelligence, p. 83.

Lung, Intelligence, pp. 83-84. This monograph gives a good detailed
view of the operating conditions of each of the combined centers.

Ibid., p. 113.

Colby, pp. 169-170. Also see Department of Defense, "Report on
Selected Air and Ground Operations in Cambodia and Laos." Paper pre-
pared September 10, 1973 in response to a request from Senator
Symington. .

CINCPAC and COMUSMACV, Report on the War in Vietnam (As of 30 June
1968), (Washington 0. C.: US Government Printing Office, 1968), p.
119,

Col. Charles A, Morris, US Army, undated letter entitled "One Man's’
View of Intelligence Management in SEA June 64-June 68." Col. Morris
served as (-2 advisor in I & III ARVN Corps 1964-65; Deputy Chief of
Staff and Chief of the Intelligence Production Division, G2, USARPAC,
July 65 - June 67; and Director of MACV J2 Production elements and J2
(Forward) under General Abrams during Tet 1968. He added that ". . .
we have not trained our intelligence analysts to recognize logistical
indicators and translate them intc meaningful intelligence." Letter
available in the office of the Assistant Chief of Staff, Intelligence,
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Ibid.
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this point. If the DRV leadership actually believed that a general
uprising would occur, they confused anti-GVN and anti-US sentiment
with procommunism. In that event, they suffered from poor intelli-
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The Village Voice, New York, February 16, 1976. The Village Voice is
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war movement.
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Lyman B. Kirkpatrick, The US Intelligence Community (New York: Hill
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Snepp, p. 566.
Marchetti and Marks, p. 71.
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fit information into a matrix was also pointed »ut by LiTG Vernon
Walters in a BOM interview on 8 June 1979.

Ibid., p. 131.

Ibid., p. 132.

Lung, Intelligence, pp. 138-142. The monograph accurately states that
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Lung, Intelligence, pp. 138-140.
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before major offensives. Also see Lung, Intelligence, p. 214,
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Ibid., pp. 215, 276.
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MG Gray interview.

Lung, Intelligence, p. 197.
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Lung, Intelligence, passim.
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MG George Godding USA (Ret) on 28 November 1978 and LTG Vernon A.
Walters, USA (Ret) on 8 June 1979; the excellent Vietnam Refugee
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following:
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LTG Daniel 0. Graham, former Chief of Current Intelligence
and Estimates Division, J-2 USMACY 1968-69 and Director, Defense
Intelligence Agency (DIA)

MG B.E. Huffman Jr., Chief of Staff, II Field Force, 1969.

LTG William A. Knowlton, general counterintelligence,
attache, and military intelligence background. Served in CORDS
in Vietnam (1966-67) Assistant Division Commander, 9th Division
in the Delta January-June 1968.

Col. Charles A. Morris, US Army. Former G2 advisor in RVN
(1964-65), DC/S and C/S of Intelligence Production, G-2 USARPAC
(1965-67), Director of MACV J2 Production elements and J2
(Forward) under General Abrams during Tet 1968.

Gen. Bruce Palmer Jr. US Army (Ret). Former Deputy CG,
USARV (1967-68), and CG II Field Force (1967).

Gen. William C. Westmoreland, US Army (Ret), former
COMUSMACV (1964-68) and Chief of Staff US Army (1968-72).

The 460th TRW at Tan Son Nhut also provided regular coverage through-
out South Vietnam, but the photo reconnaissance effort was offset
markedly by the widespread jungles and the ability of the enemy forces
to apply a wide range of camouflage measures.

Norman Dixon, On the Psychology of Military Incompetence (New York:
Basic Books, 1976), pp. 152-153.

MACV press release of November 24, 1967; the release followed a major
conference between MACV and CIA analysts concerning the enemy head
count. .

Westmoreland, Report on the War in Vietnam, p. 145. He states that
“Operation CEDAR FALLS was the first large-scale operation to benefit
from ‘pattern activity analysis,' a system we had begun to develop in
mid=1966." The operation took place 8-26 January 1967, against VC MR
4 headquarters in the Iron Triangle.

ENONOTE DELETED

Lung, Intelligence, p. 113; McChristian, p. 50, however, indicates that
order of Battie information was collected in sanctuaries, though it
was sparse,

A portion of the Pike Committee documents made available to the press
(Village Voice, February 16, 1976) notes the pressure put on the CIA
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by Walt Rostow to prepare positive indications of progress in the paci-
fication program. Upon hearing from the CIA that there were few signs
of progress, Rostow replied, "I am amazed at your unwillingness to
support your President in his time of need."

111. Adams, "Vietnam Cover-Up . . ."




THE BDM CORPORATION

CHAPTER 10
. LOGISTICS AND BASES

Customer Satisfaction. The miiitary commander in
Vietnam, the General Accounting Office, and Congress
all have attested that, with relatively minor and
temporary exceptions, U.S. forces committed to conflict
have never been better supplied than those in SE Asia.
In this context, it may be said that the logistician
achieved his goal - satisfying the requirements c¢f the
soldidr, sailtor, marine, and airman facing the enemy at

. the end of the logistic pipeline.l/

A.  INTRODUCTION

1.  General
Logistics played a vital role in our involvement in Vietnam from

1950, when the first US military aid was provided to the French forces in
Indochina, until the fall of the Republic of Vietnam in 1975. In this
chapter an examination will be made to determine the following:

) The adequacy of our logistic policies, organization, and contin-
gency planning.
The effectiveness of the supply pipeline.

The degree that economy of rasources impacted on operations.

The impact of a guerrilla environment on logistic operations.

The influence of US financial management on logistical opera-
tions.

. . The impact on the effectiveness of the US logistic support if a
national emergency had been declared.
2. Previous Review Efforts

Much has been written concerning “logistics" in the Vietnam War.
A major study effort was conducted in 1969 by the Joint Logistic Review
Board (JLRB, also referved tc as the Besson Board).2/ That review board,
comprised of senior flag-officer logisticians assisted by a staff of 105
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military and civilian personnel, produced three major volumes consisting
of: .
¢ 15 major findings;
. 46 selective recommendations relating to the major findings and
deserving high-Tevel executive attention;
° 18 monographs on various functional areas of logistic support
setting forth 261 recommendations.
The Besson Board reviewed logistics more from its joint applica-
tion than from the standpoint of the separate military services. The scope
of the review was limited generally to the period 1965 to 1970. Further,
the JLRB did not address two major areas of logistic support; force struc-
ture and the acquisition of major weapon systems to include research and
development and procurement.3/
The Chief of Staff, US Army, directed that a series of studies be
conducted in the various functional areas of operations in Vietnam. These
are known as the Vietnam Studies Series, published by the Department of the .
Army in the 1970s. The volumes cover, inter alia, such areas of logistical

H
N

interest as Command and Control, US Army Engineers, Medical Support, Base
Development and Financial Management generally in the period 1965-1970. - .
Most of these monographs were prepared by general officers who had intimite
knowledge of the study area. The reports are basically factual but are not
necessarily analytical or objective.4/ ’
Within the limits of time available for research, the historical -

records available at Office of the Chief of Mititary History, the Army waﬁt .
College and Military History Institute, and DARCOM have been examined to

L3

document critical issues concerning logistic operations in support of"
Vietnam.

B. YHE LOGISTIC EFFORT

The US was directly involved in Indochina/Vietnam conflicts for a .
quarter of a century. The magnitude of the logistical effort expended in
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that period is difficult to quantify. In general the dimensions of thc

. logistical effort can be summarized as follows:

1. French Phase of the War (1950-1954)
$1.3 billion in US equipment was provided to the French and
: Associated States Armies prior to the Geneva Accords. The major logistic
effort was delivery of equipment to the French.
2. Military Assistance Advisory Phase (1954-1962)

During this period the strength of the Vietnamese Army grew from
a force of 170,000 in 1955 with 325 US advisory personnel to a force of
219,000 with some 4,000 US military .advisory personnel by 1962. The civil
guard (a constabulary/gendarmerie organization) and the self-defense corps
comprised of local civilian defense units, also expanded.

The primary US military objective during this period was to help
establish a viable, indigenous Vietnamese military structure through mili-
tary assistance and advisory support. The US provided weapons, combat
vehicles and other military equipment and supplies which the Vietnamese
economy was incapable of producing. Much of the material provided in this
period was similar to that which the US had provided the French during the
period 1950-1954,

3. MACV Advisory Period (1962-1964) 5/

The Military Assistance Advisory Command, Vietnam (MACV) was
established in February 1962 as a subordinate unified command under
CINCPAC. Initially, MAAG Vietnam was a subordinate element of MACV. After
General Westmoreland's arrival in 1964, the NAAG staff and functions were
incorporated into the MACV staff. ODuring this crucial pericd, marked by
political and social turmoil and ever-increasing insurgency in South Viet-
nam, the US was supporting and advising 216,000 ARVN troops, a Civil Guard
strength of 85,3900, the Self Defense Corps numbering about 100,000 and the
Civilian Irregular Defense Group of 18,080. US advisory and suppcrt per-
sonnel grew to a total of 23,310. Logistic responsibilities were sub-
stantial.

10-3
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4. Major US Combat Involvement (1965-1968)

This period of US participation in combat operations saw the v
rapid escalation in scope and magnitude of Ls logistic support:

(] In one year 388,000 US troops deployed to Vietnam.

. US icaistics supported 1,000,000 men including 550,000 US forces
during this period.

. 17,000,000 tons of cargo were shipped by sea - 750,000 ST were
shipped by air. . ‘

¢ A $5 billion construction program was begun to build base camps

headquarters, ports, depots, airfields, hospitals and other sup-
port facilities.

2,000,000 men were transported to and from Vietnam.

A $3,000,000 hospital was established in Japan. .
The major offshore base on Okinawa doubled in size.

o e o o

A major base was developed in Thai’and to support operations from

that country in support of Vietnam. The installations included a .
port depot, an airfield, a hospital, communication facilities and

pajor road construction.

9. US_Redeplcyment and Vietnamization Phase (1963-1972) .
During this period the logistic effort invalved a further buildup

of the RVNAF, the major redeployment of US forces, the retrograde and

redistribution of excess supplies and equipment, and the phase down of the

offshore base structure. In late 1972 in anticipation of a ceasefire, the

US pushed additional equipment to Vietham under projects Enhance and

Enhance Plus. GUN inventories of military equipment were beefed up to

pravide as high a base as possible for the cne-vor-one replacement pro-

vision of the expected treaty.6/

6. Vietnam's Abandanment: US Phase Qut (1973-1375) .

Buring this period the logistic effort was dominated by US

political efforts to sever the political and logistical umbilical cord

between RVN and the US, Supply support was constrained snd the US adviscry -
and logistical suppert effort was limited to that provided “» on a con-

tract basis. This period ended with the defeat of the GUN by the DRV.
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C.  SOUTHEAST ASIAN ENVIRONMENT FROM A LOGISTIC VIEWPOINT

From a military logistics viewpoint in 1950, Southeast Asia was an
underdeveloped, colonial, agricultural area, with minimal resources to
support an indigencus conventional mititary force. As noted in a report of
a team of technical experts <zovertly sent to Indochina by the Chief of
Staff (General Ridgway C/S, US Army), "Indochina is deveoid of the logisti-
cal, geographfc, and vzlated resources necessary to a substantial American
ground effort." 7/

Tea, rice, rubber and minerals were siphoned off for use in France;
social, political and economic development were sanctioned and supported by
the French only to the extent that they facilitated French colonial poiicy.
Vietnam had only two major ports of relatively small capacity, Saigon and
Haiphong. '

A rail system ran along the coast from Saigon to the Chinese border.
Unfortunately, the railroad was severed in numerous places during World War
II by US carrier strikes and insurgency actions against the French. The
road network was limited to a major coastal macadam road, (Route 1) paral-
leling the railroad from Saigon to Hanoi. Like the railroad, it was
severed in various locations where bridges had been destroyed. This neces-
sitated the use of ferries, the capabilities of which were marginal even
when they were operating.

The primitive road network led from coastal areas into the highlands
and then into Laos or Cambodia. Only the road systems in the major cities
had been developad by tie French.(See Map 10-1.)

Major French military facilities consisted of barracks compounds in
the major cities of Saigon, Hanoi, Phnom Penh, Danang, Vientiane and Hue
with company-size “Beau Gueste" type t-rracks/forts in the hinterlands, the
Mekong delta, and the highlands. There were only three major airfields in
all of South Vietnam - tvo in the Saigon area and one at Danang. However,
there were some minor landing fields at Dalat, Pleiku, and elsewhere, built
primarily to serve the needs of the French colons. The major French
military airfield in Laos was at Seno (near Savanakhet).
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: There was a French Navy yard in Saigon, a deep-water naval anchorage
¢%\ N at Cam Ranh Bay, and minor naval facilties in Haiphong and Danang.
o The French purposely avoided developing industry in Indochina or
teaching technological skills to the natives; what little industry existed
: was located mainly in the North. Agricultural work sustained the bulk of
& ~9 : the population. Education and heaith care remained minimal. Tuberculosis
took its toll; the average life expectancy was 35 years. Cambodia and Laos
; were economically more backward than Vietnam.
{% Similarly, the French controllied the Vietnamese Army (ARVN), which,
‘3 while it had its own combat fcrmations, was led by and received its logis-
tics support from the French. Thus, French policy had succeeded in main-
taining a native logistical vacuum during French domination in Indochina.8/

D.  SUPPORT OF THE FRENCH

1. The Beginning
On 2 February 1950 the US government recognized the French-estab-

lished Vietnamese government of Bao Dai. In May 1950 the French govern-
ment, then engaged in a bitter struggle with the Viet Minh requested US
military and economic aid. The initial request was for $60 million. In
December 1950 the US signed the Pentilateral Agreements with France and
"The Associated States" of Indochina, Vietnam, Laos, and Cambodia, which
became the basis for US economic and military aid for Vietnam.9/ To meet
the French requivement for military aid, the president released $10 million
from the President's Emergency Fund. Most of the aid provided was weapons,
ammunition, and other support equipment.10/
2. MAAG, Indochina

A small Military Assistance Advisory Group (MAAG) was established
by the Secretary of Defense. The advance party moved to Saigon on August
3, 1950, MAAG, Indochina, with an authorized strength of 128 personnel,
was assembled in Saigon on 20 November 1950 as a provisivnal umit. It was
organized on a Service basis with Army, Air Force and Navy sections. The
first chief was Brigadier General Francis G. Orink. MNAAG, Indochina's

10-7
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main mission was to manage the US military assistance program for Vietnam,

Cambodia, and Laos and to provide logistical support for the French Union ?
forces.11/ The mission of the MAAG was limited to the provision of

materiel assistance to the French forces and indirect provision of aid to

the forces of the Associated States. In veality, the MAAG was an advisory

agency to the French, assisting them in "ordering" the aid they required

and, in accordance with US law, providing "in use" inspection of US

equipment given the French under the aid program.

How effective was the MAAG in carrying out US policy in Indo-
china? MAAG, Indochina, was a relatively small “supply support organiza-
tion (50 personnel in 1950, 342 in 1954)".12/ To the French the MAAG was
an "ordering agency." As far as advising the French in conducting the war,
it had nc function whatsoever. As one anomymous US general officer
(Retired) put it, "One would be naive to expect the French to accept or
seek US military advice. French military egotism would preciude it.

Hence, one finds the MAAG providing no advisory functions to French .
Union."13/

The MAAG had no real advisory function. Further, the French
restricted the operations of the MAAG in dealing with French logistics and .

combat forces. In the latter stages of the war the French even accused the
US of interference with French requests for aid, thus slowing aid
deliveries.)4/
The MAAG's responsibility for in-use inspections was carried out
only at the pleasure and convenience of the French. The French resented
the MAAG's efforts to advise, screen, inspect and verify.15/
3. Magnitude of Aid
During this period the US provided the French with some $2.6
billion worth of military aid with the bulk of the aid being provided in .
1952-1954. This included; 16/
1,800 combat vehicles,
30,887 motor vehicles, ' .
361,522 small arms,
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438 naval craft,
',%- s 2 aircraft carriers, and
: 500 aircraft.
4. Effectiveness of the Aid
3 The US recognized that the primary responsibility for restoration
'§ of peace and security in Indochina rested with the French. During the
1 entire period the French neld the trump card, exerting significant

. 3 restraints on US policy and action. The French carried the bulk of the .
S military burden in Indochina. This was acceptable to the Americans, who
fi : g were already deeply involved in Korea, and who recognized that air and

naval power alone could not ensure a victory. But it also meant that many
of the US aims in Indochina would be frustrated. 17/

This reluctance of the Americans to commit combat troops to
Vietnam and the resolve of the French to contrel all that was theirs to
control proved to be the main stumbling block preventing the attainment of
US goals. By keeping logistics facilities under their control, the French
prevented the US implementation of the policy stated in NSC 5405, calling

for US support in the development of an independent logistical system for
the Armed Forces of the Associated States. 18/

The US was prevented from working more closely with the French
because of the friction produced by their mutually incompatible logistics
systems and doctrine. The US aid program turned out to be a one-way
street. Most of the promises made by the French concerning the Navarre
Plan and subsequent plans were calculated to promote the flow of aid, but
those promises were not carried out or were executed tardiiy and reluc-
tantly. The US goal of complete independence for the Associated States was
not supported by the French to the extent the US desired. As a result,
legistic development of the armed forces of the Associated States was
delayed by at least five years.
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5. French-US Transition Period
a. General Situation .

The signing of the Geneva Accords marked the beginning of

the major US advisory and military assistance role in Indochinese affairs.
. 3 In compliance with the Geneva Accords the French agreeed to withdraw its
| : forces from North Vietham and the Viet Minh agreed to withdraw from Cambo-
dia, Laos, and Cochin China and Annam. The 17th Parallel was to separate
the South from the North. After consultation between the temporary South
X Vietnamese government and the DRV, elections were to be held in 1956. A
"i joint commission would have the general responsibility for working out the
_f disengagement of forces and implementation of the ceasefire. The intro-

if ) .? duction of arms, equipment and personnel was prohibited with the exception
, ; of normal troop rotation and replacement of damaged or destroyed materiel.
 "§ The establishment of military bases, or the memberships of either zone in
military alliances was prohibited. Also established to control military
4 movements of forces or materiel was the ICC (International Control Commis- .
;-;; sion) consisting of civilian/military representatives from Poland, India,
B and Canada. In general, in its supervisory role, the rule of unanimity was

e ‘4 to apply to "questions concerning violation, or threats of violation, which ’
E : might lead to resumption of hostilities."19/ The French agreed to withdraw
their expeditionary corps at the request of local governments. 20/
US policies toward post-Geneva Indochina included: 21/
° “Encourage” the French to turn over financial, administrative,
and economic controls to Vietnamese.
. Give US aid directly to Vietnamese.
° Work with France to build up indigenous military forces able to
provide internal security.
] Press France to grant total independence to Vietham (including s
the right to withdraw from the French Union).
° Force Bao Dai and Diem to broaden the government base, elect an
assembly, and draft a constitution. .
[ Urge that the French Expeditionary Force be retained as essential
to South Vietnam's security.
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Significant from a logistic viewpoint is that aid would be
' delivered directly to the South Vietnamese government. However, the
government and the Armed forces were incapable of accepting military aid -
at the time all logistic facilities and operations were run by the French.
' b. Collins/Ely Agreement 22/

In December 1954 Gen J. L. Collins was appointed special
envoy to South Vietnam with the mission of coordinating all US programs
that included French support. In June LTG O'Daniel, Chief MAAG, Indochina
had obtained agreement with General Paul Ely, French High Commissioner for
Vietnam and Commander in Chief French Expeditonary Force, for US participa-
tion in the training of the Vietnamese Armed Forces. However, it wasn't
until December that the Collins/Ely memorandum of understanding developed

the following joint position:
. France would grant full autonomy to RVNAF by July 1955.
. US would assume training reponsibilities - US MAAG VN will direct \
training under Gen. Ely (French) direction. \
. French/US instructors will phase out as RVNAF efficiency permit- \
ted. '
Washington approved, and Paris, after initially objecting to the phase out

of French trainers, accepted the agreement in February 1955.

c. Establishment of Joint Training Relations and Instruction
Mission (TRIM)

As a result, in February, the Training Relations and

Instruction Mission (TRIM) was established as a joint French/US Army

training advisory organization to train the Vietnamse Army along US

Vines. 23/

. TRIM was authorized 417 personnel. The French assigned 200
officers whose previous duties were either as cadre or advisor to Vietnam
units. The US table of distribution called for 217 personnel of which only
68 were available. 24/ The mission of the Vietnamese Army as visualized by

General Ely in his training directive to TRIM was:
) Establish law, order, and governmental control over all areas of
South Vietnan.
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. Counter the guerrilla activities in the event of a new insur-
rection. .
(] Use conventional warfare against a Viet Minh invasion of South
Vietnam.

During TRIM's one year lifetime (March 1955-March 1956)
emphasis was placed on the establishment of a training infrastructure and
the development of strong leadership at all levels of command. TRIM
advisors were provided at the staff and field levels. Field advisors were
assigned to units, schools and training centers. Initially, the advisory
personnel were augmented by mobile training teams from CONUS on TDY status.
Later, the ICC required TDY military personnel to be included in the
342-man limit which the US government, although not a signatory of the
Accords, agreed to abide by. This military ceiling was overcome by using
civilian technicians and specialists where possible. 25/

TRIM's operation was severely hampered by the internal
political and military situation. There were vast differences in American .
and French training concepts, organizational doctrine, and particularly
logistic procedures which made binational cooperation extremely diffi-
cult. 26/ .

The Vietnamese logistic facilities were still French con-
trolled and the French were reluctant to permit the entry of Vietnamese and
US advisors to their facilities. Hence, logistical training was generally

limited to staff and unit level. Overall t aining effectiveness was nil.
The political differences between the French and Vietnamese
during this period led to the withdrawal of all French personnel associated
with TRIM by March 1956. President Diem was anti-French and finally
refused the French admittance to Vietnamese Army unit areas ov facili-
ties. 27/ A1l cooperation between the Vietnamese Army and French ceased .
and acticns against the Bien Xuyen and other militant sects declined
dramatically. In February 1956, France divestad itself of responsibilities
for civil administration and the Government of Vietnam reguested that .
France withdraw its military forces. On April 26, 1956 the French military
command was dissolved.
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TRIM was abolished and the Combined Arms Training Organiza-
tion Division (CATO) of MAAG assumed full responsibility for advising the
Vietnamese Army.28/ Though the French continued until 1957 to advise the
Vietnamese Navy, France's disillusionment with Diem, Vietnam's withdrawal
from the French Union, and above all France's colonial problems in North
Africa contributed to France's decision to terminate its involvement with
the US in developing the military and economic potential of South Vietnam
as a free and independent nation.

E. FRANCE LEAVES SOUTH VIETNAM

The departure of .the French caused a major logistical crisis. Under
the terms of the Pentalateral Agreement between France and the Associated
states, title to that equipment which was furnished by the French as Mili-
tary Aid, was to revert to the US after France no longer needed it for the
purpose rendered. The military material aid amounted to approximately $1.3
billion of arms and equipment. The Collins-Ely agreement of December 1954
provided for a joint survey to determine disposition of US-furnished
equipment. The precipitate withdrawal of French Union forces from North
Vietnam in 1954 and 1955 and the sudden withdrawal of the French Expedi-
tionary Corps in 1955 and 1956 left Vietnam in a state of chaos.

The provision of the agreement regarding US equipment dispesition was
not carried out by the French. The Americans were refused entry by the
French into depots and ports to inspect equipment being taken from Vietpam.
The French purposely took the best US equipment with them and left the
dregs spread all over South Vietnam, Cambodia, and Laos. They literally
walked off and left the depots, turning the keys over to the Vietnamese,
who had no knowledge of their contents, storage procedures, or inventory
information. The French left only a small military contingent in Saigen
after 1956 to support the Navy training mission and the military training
missions in Cambodia and Laos. At one location, the Phu To race track,
unidentified military material in gray, weather-worn boxes was stacked two
stories high and was referred to as the "Acre of Diamonds."29/
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Vehicles were found throughout the country with rotten tires, parts

missing, and severe body damage. Ammunition was abandoned throughout the

- country. Depots filled with spare parts had no inventory information.
South Vietnam was literally one huge junkyard of American equipment and
supplies. 30/

The Vietnamese Army was unable to cope with the chaos and lacked the
capability to restore and utilize the equipment. However, they were reluc-
tant to dispose of it and decided to hoard it for a future conflict. After
the departure of the French TRIM advisors, the MAAG with 342 officers and
men had their hands full trying to cope with training the Vietnamese Army
as a modern military force organized on divisional lines. The French had
previously limited the Vietnamese to battalion-size units. It was evident
by the end of 1955 that the MAAG would have to be increased in order to
meet the logistic crisis. The value of the equipment and the possibility
of it passing into Viet Mihn hands convinced the State Department that
additional personnel should be sent to Vietnam to assist in solving the ¢
logistic problems. 31/

After consultation with and acquiescence of France, the UK, and the
concurrence of Canada and India of the ICC, the US established the Tempor-
ary Equipment Recovery Mission (TERM) to supervise the recovery and ship-
ment of excess equipment. TERM was established on 1 June 1956 with a
strength of 350 officers and men. In addition to the recovery mission
TERM's "confidential" task was to aid in developing an effective South
Vietnamese logistical system. The formation of TERM under Chief, MAAG
increased the US military strength from 342 to 692 officers and men. With
48 additional spaces authorized to allow for personnel in transit, leave,
or temporarily out of the country.32/ (See Figure 10-), Organizational
Alignment. ) .

Although MAAG and TERM were considered separate organizations by
external agencies, in actuality, some of TERM personnel were integrated
into other MAAG staff divisions and into field advisory attachments. In *
essence, MAAG/TERM operated as a single unit.33/
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TERM was the logistic element of MAAG and by the end of 1957 devoted
the majority of its efforts to logistic training. However, the redistrib- v
ution of US equipment and the disposal of excess equipment continued
through 1958. Maximum use was made of contractors to recover and ship out
excess property. Most of the vehicles that needed rebuilding were evacu-
ated to Japanese rebuild facilities and returned to Vietnam. The major
Jogistics thrusts during this period were to: '

. Organize the Vietnamese Army along US technical service lines;

. Identify, classify, and determine the disposition of thousands of

tons of repair parts left by the French; and '

. Establish a maintenance system along US lines from the organi-

Zzation to the depot level.

Civilian contract personnel, most of whom were ex~US military, were
utilized to assist MAAG and Vietnamese in the repair parts identification
program, in establishing a major maintenance facility, and in providing
technical assistance to engineer units in road building programs. v

By 1960, the logistics debacle caused by the rapid departure of French
from South Vietnam had been largely rectified and the development of viable
logistic systems for the Vietnamese armed forces was well under way. v

F.  SUPPORTING RVNAF

1. General
A major decision facing the Vietnamese Armed Forces had to do
with the type of force structure the retatively new nation required. Of
course, the options were Yimited by the political, economic and social
chaos that faced the new laaders and the answer would largely be dependent
on the type of threat that developed. The amount and type of U5 support .
hinged on that decision. General 0 Janiel recommended in 1954 a force
structure of 150,000 men that included:
. 4 Field Divisions, N
] 6 Light Divisions,
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° 4 Armed Cavalry Regiments,

° 11 Artillery Battalions,

° 13 Territorial Regiments, and

] 6 Regiments of Regional Troops.

The Air Force was to have 1,150 men and the Navy 4,250. General 0'Daniel
presumed that the above force would be able both to cope with aggression
from the North and to provide a force for Internal Security. Generai
0'Daniel's original force structure was based upon the assumption that the
French Expeditionary Corps would be available to blunt a North Vietnamese
invasion across the DMZ.34/ The force level was subsequently approved and
organized. In addition to the armed forces there were to be two para-
military forces:35/

e A Civil Guard activated in April 1956 with a strength of 68,000

men, and '

° A Self-Defense Corps People's Militia, organized in April 1956.
initially, only the Self-Defense Corps was supported by the US, through the
Aid Program.

2. The Equipment

The initial source of material for the RVNAF was the equipment
left in Vietnam by the French. Except for some venicles which needed
rebuilding, there were more than sufficient or~hand assets to equip the
ARVN. The Air Ferce was equipped with L-1 type light liaison aircraft and
€-47 transports. The Navy manned patrol craft and amphibious craft. (LCM,
LCVP, etc.), all of which had bean left by the French.

3. The Standardized Division Structure

By the time LTG Samuel T. Williams assumed duties as Chief, MAAG,
the French Expeditionary Corps had departed. General Williams felit that
the light division and territorial regiments of ARVN were ineffaective
combat organizations because of the lack of artillery and inadequate ovga-
nic combat service support. He felt a standard division of approximately
10,0080 men could accomplish the aissich of meeting both internal and exter-
nal aggression. Nuzerous studies were made and a division structure of
10,450 perscnnel was adopted for sevea divisions in 1859.36/
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The standard division structure contained the T/0 and E's of all
units in the force structure which were developed and became the basis for v
US national support.. The division contained three infantry regiments, a
105mm field artillery and 4.2" mortar battalions; signal, ordnance, gquarter-
master, medical, transportation companies; and an engineer battalion. 37/
Thus, the standardized divisions facilitated training, and provided an
organic logistic support capability. Conversely these units were not
geared to the insurgency threat that existed at that time.
4. Non-Division Logistic Organization
a. French Period
The non-divisional logistic structure of the RVNAF evolved
from a French-designed and dominated organization of the 1950-1954 period.
(See Figure 10-2).
The Vietnamese logistical directorates functioned in coordi-
nation with and under the French counterpart directorate of French forces
who provided support as required. French domination and control is illus- ’
trated by the following extracts from Indochina Authored Refugee Mono~
graphs: 38/

. A1l major functions such as storage, issue, and rebuild were .
performed by the French Far East Ground Forces Directorate of
Material. |

® It (Medical Directorate) had no hospitals or medicine storage
facilities.

e  Vietnamese technical services fupctioned separately and had an
organization of their own, but before 1954 they were all com
manded by French officers and the majo-ity of their staff were
also Frernch, _
After the Geneva Accords, the withdrawal of some French .
lagistical personnel necessitated the integration of Vietnamese cadres into
the logistical organization. However, the remaining French persoane. were
indifferent to their training vespensibilities for these cadremen. Hence, .
the cadres were left to fend for themselves under adverse circuastances
with only on-the- job trairing.
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Figure 10-2. Logistical Nrganization, Vietnamese National Army (Before 1954)
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b. US Advisory Period
Little progress was made in reorganizing or improving the *
logistic posture of RVNAF until 1956 when TERM was established. The logis-
tic system was reorganized in 1957, following the US organizational

model.39/ Figure 10-3 depicts this organization.
Technical services were established by the Chief of Staff.
The staff and operating agencies had the following responsibilities:
(] Ordnance: supply and maintenance of vehicles, weapons, and
ammunition
° Quartermaster: food, clothing, individual eqiipment, fuel, and .
airdrop material.
° Transportation: responsible for managing and controlling ground
and rail transportation and port activities ,
(] Signal: responsible for management of signal material. Signal
Service had no operaticnal responsibility. The Signal Command
operated fixed and tactical communication. Conflict developed .
between these two agencies which was only solved by making the
same officer head of both.

[ Construction and Engineer Command: construction directorate was ¢
responsible for all engineer equipment, construction materials
and all construction projects while the Engineer Command was
responsible for organizing, training and employing combat engi-
neer units, and road building projects in the field.
The technical services controlled the major storage and maintenance depots
located mostly in the Saigon area. At the field level, there were field
depots and direct support units from each technical service. Initially
they were placed under the control of the region G-4. Eventually with
astablishment of the corps tacticai zones (CTZ), five Area Logistic Com- .
mands were established for each of the four Corps Zones (See Map 10-2) plus
an additional one at Camh Ranh Bay for II CTZ.
In addition to organization of AlLCs, a central logistic .
cemmand was formed in 1964 under the command of the DC/S for Logistics (See
Figure 10-4). The purpose of this major reorganization effort wias to
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SOURCE: Indochina Refugee Authored Monographs, RVNAF Lagistics, p. 39

Map 10-2. Location, Logistical Commands, 1968

10-22




THE BDM CORPORATION

Chairman,
Joint General Staff

Chief of Staff

Deputy CofS
Logistics
sazme head
Central
Logistics Command
Ordnance Engineer Transportation Signal
Department Department Department Department
Medical Quartermaster Central Pur- Commissary
Department Department chasing Dept. Department

Area
fogistical Command
7]

3]

5]

54

43BN

SOURCE: Indochina kefugee Authored Monograpns, RVNAF Laogistics, p. 40

Figure 10-4. RVNAF Logisticz System at the End of 1968
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consolidate command and control over logistical efforts at the joint staff
level. Each technical service or department performed command functions
and the duties of a staff agency.

The common support items for the Navy and and Air force were
provided by the appropriate technical service. However, the Air Force and
Navy controlled their own logistic support for service-peculiar items.
Hence, the organizational development of the Vietnamese logistical system
in general followed the US technical service concepts prevalent in late
50's and early 60's.

5. Supply of RVNAF
a. Post French Period

After the French departed, the Vietnamese Armed Forces were
equipped with an assortment of US, French, UK, and Japanese military equip-
ment. During the period 1957 to 1959, a major effort was made to standard-

ize the US weapons, communication equipment, and vehicles. Infantry wea-
pons included the M1 rifle, .45 cal. pistol, M1 carbine, Browning Automatic *
Rifle, 81mm and 4.2" mortar. Equipment included the World War II family of
radios and vehicles i.e., 1/4, 3/4, and 2 1/2-ton family. The reconnais-
sance units were equipped with half tracks, M-8 Armored Cars, and M-24
light tanks. Vehicles which had been evaucated to Japan for rebuild were
returned to bring forces up to authorized levels.

During the period 1955-1960, the Vietnamese military
obtained their material support from the French leftovers. As the Viet-

namese came to use standardized US material with one standard T/0 and E for
the divisions and each type of support unit, the supply procedures were
simplified. The US stock numbering system was adopted and the US system of
classification of supplies was utilized. Except for clothing and class I
garrison “A" and “B" type rations, military materiel was furnished by the .
Us.
b. US MAP Prgcedures

The fuading, response, and material constraints of the .

Military Assistance Program were alleviated in March 1966 when Congress

authorized expenditure of regular Service appropriations in support of
Allied forces in Southeast Asia.d0/
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Under this system the US Army supplied funds for the support
. of the RVNAF. The same procedures were utilized except MACV-opposed requi-
sitions were forwarded to US Army International Logistic Center, New
Cumberland Pennsylvania for centralized US Army control, or to US Army
Depot, Japan which retained a stock of certain MAP-support items. After
procuring, the requisitions were forwarded to the appropriate National
Inventory Control Point. Medical supplies support was provided by US Army
Medical Depot, Okinawa.
c. Stock Control

. ' A stock level of 180 days was authorized the RVNAF. Field
depot stock level was 60 days and PLL stock level was 15 days. Requisition
criteria could be modified if approved by US advisors who were in control
. of the stock control process. Later on eiectronic accounting machines were
made available to some base depots for the establishment of locator cards,

inventories, and requisitions.41/

d. Equipment Modernization of RVNAF
From 1956 until 1964 the RVNAF had been armed with World War
II equipment which had become obsolete and difficult to maintain. Event-
ually, the M-16 replaced the M-1 rifle and the carbines. M-41 light tanks,
M113/M114 personnel carriers and the V-100 scout car replaced the World War
Il armored vehicles. Although initiated in 1964, the modernization was not
completed by the time of the 1968 Tet offensive. The equipment utilized by
RVNAF was quatitatively inferior to that utilized by US forces in Vietnam
. until after the Tet offensive. No doubt this factor had & bearing on the
combat capabilities of the ARVN between 1959 and 1968. After Tet, the
modernization of RVNAF was expedited.
e. Maintenarnce in RVNAF

The RUNAF maintenance system was identical to that of the US
Army. The system is depicted in Figure 10-5. Initially the maintenance
facilities were those used by the French. The depot facilties were
relatively modern. However, maintenance proved to be one of the major
logistic problems.

10-25

W sypiienrraermp i Rrs g g I N . : S P R R T R o gt st T e X T e PR ——— T T—
AN PR M e gl dave st i il i . e R PP IR o L g ) .y y [ Qi g S . o R Y L T T P VR Ir. - VA gy o eper . o alicd R
X I LT oAy e i R o f] Y i e A =P 4
. . - . . .. i . R I
. L " L - - s ¥ - X
., ” » L e N e R e e e e : TR TR 7o 3 o Sty . - o BT .

LR . ~ C o m e e L A o e - . S e o S i B fiie




THE BDM CORPORATION

Base Depot S5th Echelon
; lL—
)
]
)
Field Depot 4th Echelon
]
Direct Support 3d Echelon
Uait
y =
]
i
{
!
H N
Units 1st and 2d Echelons

» Unserviceable equipment

» Serviceable equipment
AB4Y/TEW

SOURCE: Indochina Refugee Authored Monographs, RVNAF Legistics, p. 59

Figure 10-5. RVNAF Haintenance System
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First, the environment in Vietnam was not conducive to good
maintenance. Major roads outside of the urban area were nothing more than
elephant tracks with huge ruts, wash outs, and fords replacing destroyed
bridges. The Vietnamese soldiers were never properly trained as drivers by
the French. Vehicles were sustaining damage due to road conditions and
lack of adequate evacuation equipment.

In-country rebuild capabilities were practically nonexis-
tent during this period even though TERM had a contract with Vinneil
Corporation in 1957 to advise the Ordnance Corps in establishing a rebuild
program for vehicles and weapons at the 80th Base Depot in Saigon/Cholon.
A1l major rebuild was performed at US bases -in Japan, Okinawa, and Taiwan.
In fact, the Vietnamese did not possess the capabilitiy to rebuild equip-
ment until 1970.42/

The major problem was the retention of a trained work force.
Competition for technically trained personnel between military, civil
service, and civilian enterprises was quite keen as the high rates of pay
drew trained personnel from the low-paid civil service/military establish-
ment. The lack of adequate maintenance continued until the tet offensive,
after which considerable improvement was made.

6. Support of Para-Military Forces Prior to 1965

Initially the Civil Guard was not a part of the Defense Ministry.
It was supported by the United States Operations Mission (USOM). The Civil
Guard was to be an internal security force similar to the state police
organizations in the US. It and all other police organizations were
advised by a Michigan State University team under a USOM contract. Civil
Guard equipment came from various sources including (1) equipment on hand
from the days of the French (2) excess equipment (3) US-provided equipment
through USOM - mostly “police special" pistols (4) military assistance
received from third countries.43/

During the early days the Civil Guard was poorly organized.
Supplies were procured unsystematically from various sources. Maintenance
was ineffective due to lack of clear-cut responsibilities, shortage of
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tools, and inadequately trained personnel. From 1956 to 1961 when DOD
assumed control of the Civil Guard (then named regional forces) the control .
of this vital internal security organization was in dispute between Presi-
dent Diem and the US government. As early as 1958 Diem proposed that the
Civil Guard be supported by the MAP Program and the MAAG, rather than
through USOM's economic program with 1its relatively weak advisory
effort. 44/ His objective was to tailor the CG after the Philippine Consta-
bulary, or Iranian Gendarmerie. In lieu of police specials, he wanted the
CG equipped with landing craft (LCVP), tactical vehicles, machine guns,
automatic rifles, and M-1 rifles managed by an adequate command and control
network. The Guards' primary mission was to be internal security. The
Army's primary mission was to be external security, and its secondary
mission was that of backing up the Civil Guard in internal security tasks.

The issue remained, should the Civil Guard be part of DOD
supported by MAAGV, or should it remain "a State Police force" supported by
USOM? This question was not answered until 1960-61, some three years after v
insurgency began. At that time the Civil Guard was brought under the
military assistance program, and incorporated into the Defense Department
under the new Director General of Self Defense and Civil Guard. 45/ How- ’
ever, the Civil Guard and the Self Defense Corps were not made a part of
the Army until 1965. Hence, the joint general staff had no responsibility
for operations or logistics.

In 1965, when the Civil Guard and the Peoples Militia were
redesignated Regional Forces (RF) and Popular Forces (PF), they were
incorporated into the RVNAF. Finally in 1967 support was provided directly
to the Administrative and Logistics Support Companies by the Army's area
logistic command.

Logistic support of RF and PF units, the primary counterinsur- .
gency force, was never really satisfactory. Priority was always low in
comparison to the RVNAF. Up until 1967, US support was niggardly both in
equipzent and in advisory personnel. Full support was evertuslly provided .
by the US military assistance program through CORDS. However, the logis-

-

tics support never achieved the effectiveness of that which supplied the
RVNAF, 46/
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7. Logistic Training of RVNAF
d. Introduction

The logistic training organization, procedures and opera-
tions were generally copied after those of the US Army under the technical
service organization concept. The US assumed training advisory responsibi-
lity from the French in 1956.

b. French Era

The establishment of a materiel training center at Tho Duk
was a forerunner of the ordnance school, responsible for training officers
and technicians in'weapon and vehicles. All training centers were pre-
dominately siaffed by the French, and all training conducted in French.
Between 1949-1954 some Vietnamse officers were trained at military schools
in France. These students were carefully selected. The number trained was
so small that the results produced were negligible.47/ It should be noted
that in the five-year period, of 253 Vietnamese personnel trained overseas
only 98 were from the ARVN. The air force trained 155 men, most of them as
aircraft mechanics.

c. The US Advisory Era

Following the Geneva Accords all training facilities in the
North were moved to South Vietnam. Emphasis was placed on the training of
tactical units, with concurrent emphasis being placed on the development of
an expanded and improved South Vietnamese Army Service school and indivi-
dual training program. This two-fold program did not make much progress
until 1957 due to the lack of advisory assistance and the reorganization of
the RVNAF force structure,

Although training was impeded in the late 50s by combat
operational demands placed on major units, comsiderable progress was made
in training service support units. The engineer groups received excellent
on-the-job training building roads under the supervision of HAAGY
advisers.48/ ODuring 1957-58 an Engineer Group was rebuilding the road from
Kontum to Moduc through the Quang Ngai province. That road had been closed
since the early fifties.
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d. The ARVN Logistic School System
MAAGV placed great emphasis on the establishment of a viable

military school system modeled after that of the US Army. In the logistic
area each technical service operated a school to train officers and
enlisted personnel in their branch functions. All technical service
schools were concentrated at the Thu Duc school complex except for the
Signal School, which was located at Vung Tau, and the Medical School, which
was in Saigon. In 1957 a Logistics School was established to conduct
intermediate and advanced training for logistics managers and conduct
research on logistical organizations and policies for RVNAF. After finish-
ing the advanced level course, an officer would become eligible for the
22-week command and general staff college course.

e. Off-Shore Training

In addition to the in-country school system, there was an
extensive program for training ARVN at US service schools. Figure 10-6
indicates the number trained at US Army CONUS logistic schoois during °
period 1955-1970. This off-shore training program from the earlies*
advisory days received a great deal of command attention both by the Viet-
namese government and the MAAGV. Both officers and NCOs participated in
the off-shore training program. A wide range of veqular and associate
courses were utilized in this training. To qualify for off-shore training
prospective students were required to take an English language aptitude
test to determine their ability to learn English. Candidates were screened
by both ARVN and MAAG. Each candidate had to pass a physical examination. .
Each successful candidate then received seven months of English language
training. The total processing time was 15 menths. Up through FY 1962,
2,278 personnel were given logistics training. Between FY 1963 and FY 1368
the numbers dropped sharply, until the introduction of the Vietnamization )
program caused them to swell rapidly. There is littla doubt that this
program contributed significantly to the improvement of the logistic pos-
ture of the RVNAF.43/ The off-shore training prograsm decreased from 847
students in FY 1972 to 502 in FY 1974 and only 159 students in FY 1975. As
this program was MAP funded, the decrease reflected the reduction in
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Vietnam aid. Political considerations sometimes superceded merit as the
basis for the selection and assignment of these officers. Despite this
inevitable peliticization, the program worked well until after the US
‘ withdrawal when the Tuxury of a 15-month English language and logistics
£ training cycle was no longer feasible.

f.  Language Difficulties in Logistics Training

One of the major problems confronting the US advisory effort
was the problem of communications between the US and the Vietnamese person-
nel. The ability to communicate in Vietnamese or French was never a
requirement for a US advisor except in some specialized areas. Short ’
advisory tours, the difficulty of translating technical terminology, and
the difficulty many Americans experienced learning the tonal Vietnamese
language militated against the use of Vietnamese and encouraged the use of '
| English. French was banned as the official lariguage in 1955. President
. Diem ruled that English would be the new common means of communication in
view of the fact that Vietnamese was not a required language for an Ameri-

can advisory assignment. (As a result, in the advisory era each advisor |
was conducting English classes for the units and activities he was advis-
ing. In addition, the Armed Forces Language School, which apened in 1956
and was sttended by those personnel programmed for off-shore schooling, had
3 maximum capacity of 5,000. Although as time passed some advisors were
trained in the Vietnamese language prior to arriving in RUN, the overal}
trend was toward use of English as the pasic Yanguage cf the military. As
soan as MAAG assumed the training advisory mission, MAAG VN instituted a
major program of translating US technical and field manuals into Viet-
namese. This effort was conducted by s large translator paol in the MASG.

g. US Forces Training Assistance to ARVN (Post-Tet Periad)

Buring the Vietnamization period the US forces concentrated
at all levels on improving the efficiency of the rapidly expanding ARVAH.
This US favce assistance inciuded:

® On-the-job training of RVN persoanel in US units, and

. Use of Kobile Advisory teams. |
Under the modernization and improvement progrims, @ore complex equipment .
was being issued to ARVK. Further, cutomated supply procedures reguired a

10-32




THE BDM CORPORATION

vast training effort. The first logistical command initiated an on-the-job

. training program for Vietnamese lcgis.ic personnel utilizing US logistic
units and personnel as instructors. Engineer and signal commands concucted
similar programs. Mobile Advisory teams were primarily to advise the
regional and popular forces that were an important element in the pacifica-
tion pregram. The teams conducted on-site training of regional force
companies ard platoons in both operations and logistics.50/

G. BUILDING AND PROTECTING BASES AND LINES OF COMMUNICATION

1. Introduction
' In accordance with established policy, military assistance advi-
, scry groups in Southeast Asia in the 1550s were supported by the 4YS Navy.
This support in the early duys war -x~eedingly austere. Quarters were
provided in leased apartments and ted houses. Field advisors were
billeted in leased houses, or US-built, motei-style buiidings.

By 1957 the MAAG's logistic support was ovrgurized under the Joint

Service Support Division which operated the following support faciiities:

s A small Navy commissary/exchange which supported the officia! US
military/civilian community.

) A dispensary with two (2) military doctors supported financially
by the Embassy. Hospitalization was provided by the US Air Force
at Clark AFB with emergency care at French Army-run hospital in

; Saigon.

. A communication branct, operating a terminus of the Army com-
munication system and a local telephone system integrated into
the Vietham to DOD system.

] A Navy-run post office.

. A finance office for service wo MAAG personnel.

° A large moior pool providing bus and truck transportation to
support the MAAG.

Field advisors were generally supported by an air LOC utilizing a
VNAF C-47 which delivered rations and supplies to advisory detachments on
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a monthly basis from Tan Son Nhut airfield in Saigon. Those detachments
not accessible by air were supported by a highway LOC. Communications teo
field advisory units was by other USOM radio or ARVN communications net-
works. Supplies arrived by commercial sea transport at the Saigon commer-
cial port on a monthly basis. Personnel arriving in Vietnam came by air.
By 1970 the US had progressed from relative austerity to a sophisticated
Togistic support posture, having constructed:51/

(] 7 deep water ports with 27 berths,

) 12 runways at eight major airfields, with 200 small airfields and
200 heliports,
11 million square feet of covered storage,
1.8 million cubic feet of reefer storage,
An 8,250-bed hospital capacity, and
Major tactical bases, communication sites, roads, bridges, POL

storage and pipelines, administrative buildings, etc.

Further, major bases were constructed in Thailand for support of
operations in Southeast Asia, including:

) Five major air bases,

® A nort and depot complex at Sattahip.

) A major supply and maintenance facility at Korat,

® A major r. d-buiiding program on the LOC, to the airbases in
north and east Thailand, and

] A major training center at Kanchanaburi for Thai Army rotational
units for service in Vietnam.

On Okinawa, the major off-shore base the overall storage capabi-
lity was doubled, barracks and administrative buildings were built to house
the influx of support troops and the inventory control center with its
large computer facility. Further, the port, the hospital, and the communi-
cation system were expanded. In Japan a hospital center was activated
during 1966 with three general hospitals having a capacity of 3,700 beds of
which 2,530 were for Vietnam support. The overall base development in
sunport of Southeast Asia operations was probably the greatest undertaken
since World War II. This effort virtually converted an under-developed
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country into a modern agricultural nation with an excellent road network,
! airports, ports, semi-permanent facilities suited for both military and
civilian industrial purposes, and a communication network linked to the
outside world by under water cable and satellite communication. Major base
development was accomplished in a relatively short period of three years by
military engineer units and civilian construction contractors.

The overall infrastructure that was developed to meet the
requirements in Southeast Asia posed major challenges to the base
developers. Many of the requirements were in the so called "nice to have"
category which included base camps with all the facilities of garrison life
including PXs, mess halls, administrative and maintenance facilities,
chapels, swimming pools, tennis courts, and large administrative head-
quarters facilities. The question to be examined in this portion of the
study are: S .

. Were the base developments requirements justifiable? What were
the alternatives?

) Was the base development-planning adequate and timely?

° Were resources adequate and available when required?

] Were planning, programming and procedures adequate to meet a
wartime contingency?

2. Base Develoruent Effort in the Military Assistance Advisory Era

Major construction efforts occurring during the Advisory Era
(1955 to 1965) were devoted primarily to improving the road network in
Vietnam and lengthening of the runway at Tan Son Nhut to accommodate jet
aircraft. Those construction programs were sponsored by-.USOM as part of

its economic deveicpment program.

The road building program had special military significance and
LTG S. 7. Williams and President Diem were deeply interested in the pro-
gram. In 1957-1958, President Oiem was developing the "implantation®
program. i.e., the development of South Vietnamese settlements in the
central hightands to form a protective friendly barrier of villages against
infiltration by guerrillas from Laos and Cembodia. The program was also
intended to open up the relatively undeveloped highlands to agricultural
development by the peasants from the low-lands and the Catholic refugees
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from the north. However, this program necessitated emphasis on rebuilding
the highway system to the highlands.

The road network into the highlands was extremely limited and in
very poor condition by 1957. Map 10-1 depicts the road network during this
early period.

In 1967, many of roads indicated as all weather roads were not
hard surfaced and had deteriorated due to Tack of maintenance since the
Geneva Accords and the French withdrawal. Most were single lane with wash
board surfaces badly erroded by monsoon rains.

Lieutenent General S. T. Williams, as Chief MAAG VN supported
Diem's proposal to place emphasis on rebuilding the highway network into
the highlands for military contingency reasons. Specifically, his interest
was in Route 9 to Pleiku and Kontum from Qui Nhon, route 21 from Nha Trang
to Ban Me Thuot, and route 14 from Ban Me Thuot to Pleiku. Further, Chief,
MAAG and Diem strongly felt that a major road should be build from Kontum
to Pakse in Thailand across the Bolovens Plateau in Laos. Williams felt
such a strategic road would be essential to provide a means for the control
of movement down the Hekong Valley.52/ On the other hand, USOM did not
favor placing emphasis on the roads into the undeveloped highlands. They
favored development of the road from Saigon to Bien Hoa and then rebuilding
Route 1, the coastal highway. General Williams, agreeing with the Route 1
project, felt funding should be redistributed to provide for upgrading the
routes 19 and 21 into the highlands. The road-building program during this
period became a source of controversy between MAAG, President Diem, and
USOM. Apparently USOM did not understand the military justification for
the road building program. From an economic point of view they did not
feel it was Justifiable to build roads intc the highlands or to Pakse
because the highlands and the Bolovens Plateau had little economic
potential for the Vietnamese and Laotians, although some of the largest tea
plantations in Vietnam were located in the highlands.53/ Roads to the
highlands were ungraded in 1959/60. By 1970 the road=building program
provided for the upgrading of 3,660 kilometers of highways.
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In 1956-1967 USOM proposed a project to upgrade Tan Son Nhut
f | airfield to accommodate commercial jet aircraft which were beginning to
'fl"ijig come into the airline inventories. MAAG concurred in the military need for

{ *3ﬁi the project in that there were no airfields in Vietnam capable of taking
,a;? 'g? jet aircraft. At a country team meeting in 1958, MAAG learned that the
% L funding for this militarily significant program had been suspended some six
g ri months before without USOM nctifying MAAG. On the other side of the coin,
5" ;;‘é military coordination with the civilian aid activities, both in and out of
' . | country, also left much to be desired. These incidents indicated the need
’ for close coordination and cooperation between US foreign assistance

activities at both departmental and field level. Construction projects may

be primarily of economic concern but they may also have military sig-

nificance. Hence, responsibiities for relationships between military and

civilian activities must be clearly defined in the planning process. 54/

3. Base Development in the MACV Era
a. Base Development Planning

The army's contingency plans for Southeast Asia included
base development plans prepared at the theater level. Several such base
development plans were completed to support the 32-Yr family of operation
plans. The plans addressed specific situations with certain assumptions on
US and Vietnamese responses.55/

These plans were very austere in comparison to extensive
base development requirements of the post-1965 era. Prior planning called
for the establishment of base development project stocks in the far Pacific
area. These include POL pipeline material, railway construction stocks,
. complete equipment for MASH or evacuation hospitals, and barrier material.

Projects stocks were stored in Okinawa, Thailand, and Japan together with
other project stocks of a non-base development type.56/

Unfortunately the build-up plans initiated in April 1965 °
necessitated a complete revision of base development plans, as the force
build up far exceeded that included in the QPLAN 32-64.
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b. Early Base Development Projects 1362-1965
Although MACV had grown to a US force level of 20,000, US !
military personnel by 1965, only minor base development had been accomp-

lished. The major program prior to 1965 was the establishment of a long-
line communications network in Southeast Asia. A major project was BACK
PORCH--a  tropospheric scatter system installed wunder Air Force
contract. 57/ (See Map 10-3) From Saigon south to the Delta region, long
lines were provided by a microwave system called Southern Toll, funded by
the US Agency for International Development (AID). Major communication
projects had also been initiated by CINCPAC in 1961 to upgrade communica- '
tions throughout the WESTPAC area, including the capability for low-speed
data transmission from Saigon to Ckinawa by high frequency radio and the
installation of an undersea cable from Nha Trang to the Philippines, thus
connecting with the trans-Pacific cable to Hawaii and the mainland. How-
ever, the communication reliability, both in country and out of country,
was relatively low until the installation of satellite communications in
the late 60s. 58/
c. Construction Responsibilities

Construction responsibility prior to 1965 had been assigned
by 00D to the Navy Bureau of Yard and Docks, late. known as the Naval
Facilities Engineering Command. This construction responsibility was
carried out initially on a civilian contract basis by a contracting officer
in Bangkok, and after 1965 in Saigon (0IC construction, Vietnam). 59/

Base development planning on the MACV staff was a responsi-
bility of the J-4. As early as July 1965 when the build up began to
accelerate, it was recommended that a separate staff agency directly under
COMUSMACV be established to plan and direct the construction effort. It
was not until February of 1966 that the postion of Director of Construction v
was established. However, during this period the major base development
plan was formulated calling for a two-billion-dollar program to be accomp-
lished in one year. it was also during this period that the initial force “
buildup of the equivalent of one ROK and three US Army divisions took

place. Construction planning was inhibited by the inability of a small
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engineering staff to handle a program of the magnitude to which the one in
the RVN grew.60/ As a result, during the actual development perind,
management of the program was initially ineffective. Although the need for
effective centralized management had been foreseen in the summer of 1965,
it was not until February 1966 at DOD insistence that the Director of
Construction was established with an adequate staff to direct and control
the base development program.61/ With establishment of the Director of
Construction Office, matters such as priorities of effort, standards of

construction,allocation of resources, relationships and area of responsi-
bility betweer; services were resolved at the MACV level. What had been a
disjointed program became a unified one.

The Army engineer construction effort was orginally a responsibi-
ity of the 1st Logistical Command. Upon its arrival, the 18th Engineer
Brigade assumed USARV responsibilities for construction to include the
function of staff engineer. In 1966 the US Army Engineer Command was
formed and assumed USARV engineer staff and construction responsibilities.
In 1968 the US Army Engineer Construction Agency was established to manage
the construction, real estate, and property maintenance programs. The
Office of Engineer, USARV, functioned as the Army Component Engineer.
Hence, problems related to construction, base development, real estate,
property maintenance, and outside civilian contracting were centered in the
construction agency. 62/

d. Base Development Requirements

The MACV base development program was designed to support
General Westmoreland's concept of operations in which the US forces would
abandon the "enclave" strategy and go on the offensive.63/ Under this
concept of operation "“every American division and separate combat brigade
was to build a base camp, in effect a home station, which was essential for
such rear echelon functions of the division as record keeping and main-
taining reserve supplies. Although tents were to be used at first, each
camp eventually was to have some permanent low-cost frame buildings. How-
ever, General Westmoreland stated that he "had to Keep a constant vigil to
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insure that the camps remained relatively austere."64/ Thus the require-

. ment was established to build a series of base camps for the combat and
support forces that made available a garrision life style to all the forces

in Vietnam. The combat forces (infantry and artillery) spent most of their

time on operatinns. On a visit to Phan Rang in 1967, General Westmoeland
expressed concern about the extent of new construction underway for the

units of 101st Airborne Division. Most of the construction was found to be
unnecessary in that the division was in the field constantly. A base
developnent review was conducted and the base camp program was curtailed.

. Instead of a base camp billet for every man, the size of the cantonments
would be determined by the number of personnel occupying it on a continuous
basis.65/ The result of this curtailment was the creation of an excess

. stock of construction material already in Vietnam or enroute thereto.
These excesses included urinals, toilets, garrison-type kitchen equipment,
plumbing supplies, electrical wiring and fixtures of all types, hardware,

and other construction supplies. Most of these were non-federal stock
numbered items. Some were in the Army depots or on the inventory of the

construction contractors. All was government owned. The supplies were
part of the excesses that received much attention at all levels after 1967.
In addition to the excess construction materials, furnishings for the
facilities and maintenance supplies already in the pipeline were excess to
the new requirements. These included cots, mattreses, day room furniture,
paint, light bulbs, commercial telephones, desks, wall lockers, and other
furnishings of garrison type.

Another policy of COMUSMACYV which had an influence on the
magnitude of the base development program was the morale facility require-
ment. General Westmoreland's policy on the subject is clearly indicated in
his book A Soldier Reports, quoted below:

Once the early crisis of supply had passed, creature
comforts were nevertheless a conscious part of the
supply effort. Concerned about the effect of super-
imposing thousands of free-spending Americans on South

10-41




THE 8DM CORPORATICN

Vietnam's tremulous economy, I tried to provide facili-

ties that would keep American soldiers and their

dollars on their bases and out of the towns and cities.

A well-stocked PX, occasionally steak for dinner and

ice cream for dessert, volley ball courts, and a few

swimming pools -- those might make a good copy for a

newspaperman or a Congressman looking for something to

criticize.
The above policy not only created addtional facility requirements but
generated supply reguirements unknown to the logistician in previous wars.
Unit officer and enlisted clubs were required. Even tennis courts were
constructed. These facilities generated supply requirements for items such
as pizza ovens, popcorn machines, gym mats, refrigerators, deep freezes,
and pianos; all of which eventually appeared as excess supplies on Qkinawa
after being retrograded from Vietnam. Chapels were built at each base camp
with chapel supplies and equipment equal to that at any stateside garrison
chapel. Without doubt, US forces had not been provided a higher standard
of living in any war than in the eight years of the major ground commitment

to operations in Vietnam. Map 10-4 shows the extent of the major base camp

program.
4. Facilities Engineering and Its Relationship To Base Development

a. Introduction

Base development in Vietnam created large physical plants
which required a major facilities engineering support effort to keep the
facilities operating effectively. This included: maintenance and repair
of buildings, roads, and grounds; fire prevention; water purification;
trash removal; vrodent and smut control; maintenance of equipment; supply of
maintenance material; and operation of 41l uytilities. In garrison, facili-
ties engineering is accemplished by the post engineer activity, mainiy a
civilianized activity in a peacetime environment. In wartime such support
in the combat theater was novmally provided by Engineer Utilities Detach-
ments. These units are found predbminately in Reserve components.
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b. Inadequate Planning
Contingency planning for coperations in Vietnam had not, in
any of the joint service plans, developed a requirement for facilities
engineering forces. As a matter of fact the JLRB indicated there was a

paucity eof information regarding the early recognition of requirements
pertaining to the maintenance of facilities. 66/
c. Contractor vis a vis Military

The Army, with the majority of the utilities detachments in
the Reserve components and a completely civilianized civil service facili-
ties engineer structure in CONUS was forced, due to failure to call up the
Reserve components, to rely primarily on contract support in this vital
maintenance area. On the other hand, the Air Force facilities engineering
forces were predominately military due to the significant number of mili-
tary utilized by the Air Force in facility engineering in peacetime. The

base civil engineer squardron is an integral part of the Air Farce wings and
deploys with the wing. Further, the Air Force maintains Red Horse Squad-
rons (heavy maintenarce and reforcements), both in the active and reserve
forces to augment base level civil engineering efforts. In addition there
are PRIME BEEF teams to augment base engineering for specific projecte. The
Navy, although experiencing a shortage of personnel, was better off than
the Army in that SEABEES were assigned directly to the Public Works Depart-
ment of the Naval Facility and supervised service contract personnel.

As early as 1963, Pacific Architects and Engineers (PALE)
was providing facilities engineer support to six advisor sites with 264
personnal, With the rapid buildup the Army had no other viable alternative
then to call PARE to provide facilities engineering support. By 1938,
using a cost-plus-fixed-fee contract initially and subsequently a cost-
plus-award fee, the PARE force grew to 24,000 personnel at 120 leca-
tions. 87/ This was the equivaient of two engineer brigades. The Force
contained a small US element in supervisory and management roles and the
remainder were Vietnamese and third country natienals, including a high
percentage of Koreans and Filipinos. However, a hardcore of about 1,500
engineer troops were mobilized, serving as utility detachments for fire
fighting and water suppiy teams.
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d. Civil Service vs Contractor Personnel
. There are decided advantages to using contractors over civil
service personnel. Contractors have greater flexibility in hiring and
firing personnel. They don't have to abide by the inflexible Civil Ser-
vices regulations. Contractors do not have personnel ceilings to canstrain
them. A contractor possesses greater flexibility in expanding the work

force quickly. However, there are disadvantages to a contractor work
force. Their reliability under combat conditions, such as in a guerrilis
environment is questionable. A contractor work force is subject to work
stoppages caused by strikes and slow downs. A civilian work force, partic-

ularly of local and third country nationals, is subject to high rates of
absenteeism due to the impact of the political/military environment. Total
, dependence on civilian personnel, who were subject to local laws and mili-

tary restrictions, proved to be ineffective in Vietnam. Plamning for the
future must consider two alternatives:63/

° Total military force, or

[ Military/civilian mix as the situation dictates.

e. Development of a Mobiiization Base

, Curvent Army policy fails to provide for adequate flexibi-
Yity in meeting facility engineer force rvequirements for continguency
operations in ltess than a total mobilization. The Army "must provide a
sufficient number of military personnel trained in facilities maintenar.e
vunctions in its active duty structure to provide an adequate nucleus to
R supgort contingency operations.“53/ The Air Force systea would appear to
be applicable for Army use.
5. Contractual Effert

a. Extent of Contract Construction Effort
RMK (Raymond, Horrison and Knudsen) had bheen operating in
RVN under OICC contract since 1962 when it was awarded contracts for &
total of $21.5 million worth of construction. By 1365 the scope of work
had increased to $155.4 million and by March 1967 to $650.8 willion. This
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growth in requirements necessitated the expansion of the joint venture by
the addition of Brown and Root and J. A. Jones Construction Company to the
construction effort, During this vast increase in the construction effart,
the contractor mobilized a work force of 51,000 persons and 5,260 pieces of
construction equipment valued at some $109 million. By October 1, 1966, a
total of 38 projects had bLeen authorized by MACV with an obligation
authority of $823 million.70/

Some of the more tangible measures of output cited by the
Navy are as follows:71/

° A 10,000-foot aluminum mat expedient runway at Cam Ranh Bay
completed in 66 days. '

® Light aircraft and helicopter airfield Da Nang East completed in
three months.

. Permanent concrete or asphalt runways'deiivered at Phan Rang, Da
Nang, Chy Lai, and Cam Ranh Bay.

. Completion of four berths at Da Nang and two at Saigon, 10 LST
ranps, and 2,000 linear feat of barge off-leading space through-
out the country.

'Y Completion of 6,255,000 cubic meters of dredging in support of
waterfront and other landfill operations.

K Housing for 80,000 troops completed in 1966 with work partiailly
completed on facilities for another 145,000.

9 More than 2.5 million square vards of 3irfield pavement deliverad
with another 3 million partially completed.

] fver 1 million barrels of petroloum, oil, and lubricants storage
turned over for use along with 3.6 miliion square feet (f amauni-
tich and covered space.

b. Coatractor Problom Areas

The contractors faced many unfavoradle conditions in accomp-
lishing the construction tasks in RUN. Many of these would bc problem
areas to te faced in future base developsent in uaderdeveloped/developing
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] countries. Some of the obstacles that hindered the construction effort

. were:

. Limited skilled work force necessitating importation of third

E‘ country nationals and requiring delicate diplomatic arrangements.

L ) Unique engineering problems involving port construction at Danang
and Saigon.

° Changing criteria and sitings.

o Work sites exposed to hostile action.

. Isnolated sites requiring establishment of a contractor logistic
support system before construciton covld begin.
¢c. lLoss of Effective Management Control

As a result of the rapid acceieration of tha contractor's
scope, constructicn effort was required to depart from normal operating
procedures and a certain amount of waste and ineffici.ncy could be
expected. However, it appears that there was complete abandonment of all
normal processes during the period of escalated mobilization (circa
1965/1966) which created wmany problems which might have been minimized by
the exercise of appropriate degree of managementi control. 72/

d. Procurment Practices

Problem areas in which management control improvements could
have been made, included the following:

[} Use of restrictive specifications and requirements for brand name

items, seriously recucing competitive procurement.

. . Contirol by contracting officers over cont}actors was practically
nonexistent, resylting in the purchase of unnecessarily high
quality matevial, failure to use government NICPs as sources of
supply, and putting forth unnecessarily large procurement, parti-
cularly of lumber, thus forcing a price rise.

. Failure to use BUSH program overruns (BUSH ~ "Buy United dtates
Here") comtributing unfavovably to balance of payments and
increasing order and ship time and costs.
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ff.: ! 0 Failure to use barter procudure to purchase supplies such as
f5 “"é cement, plywood. ’
E e.  Supply Control and Storage Procedures
° The Contractor made limited use of the Government supply system.
Many items purchased were not federally stock numbered, hence
;? "ii supply control was made more difficult.
fi‘r"; () The Contractor lacked an effective supply control system, storage
: procedures and facilities to meet the accelerated program.
f.  Security
() Security was inadequate, particulariy at storage facilities.
Due to o lack of auditable stuck recurds it was impossible,
according wc GAQ, to determine the extent of losses due to theft
although it is believed to be considerable.
g. Excess Supplies and Equipment. '

Even prior to the curtailment of the construction program by
COMUSMACY in 1967 some $32.9 million worth of egquipment, materials and
supplies already purchased by contractors was iR excess of that needad to
complete assigned projects.73/ Sowe of the excesses resulied from the
transfer of construction responsibility from the JIuC to the Air Force for
the Tuy Hoa airbase. However, redistribution ard utilization of excesses
D in the following year's program is said to have eliminated these excess
-;;;‘}'E; supplies and equipment.
if ' 'f However, in late 1967 and early 1968 vast quantities of
5?3451§ excess construction supplies had beep retrograded to Okinawa, to include
' ,: electrical equipment, wash basins, urinals of all types, telephone poles,
"§' toilet seats, prefabricated buildéngs, pipe and various other items of
1§ censtruction supplies. Further, in 1969/70 at the closeout of the contrac-
y "°?§ tor storage fTacilities, move construction material, nost of which was
3 3 non-standard, was found. It was difficult to identify and classify this
;;¢ e f’ material and consequently it cou’d not be redistributed to government
;}‘.,"TSJ agencies. Most of it eventually was sent to property disposal for sale.
QB,Q\Afwg Normally, sale by the Property Disposal Office resulted in tha government

recovering only 10 cents on the doellar.74/
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h.  Shipping

The large amount of supplus materials and equipment pur-
chased in the US necessitated a large export shipping capability. Nearly a
million tons of cargo was shipped to RVN up until July 1966. Most was
shipped tbrough four major naval ports. Five thousand tons was shipped by
air. Maior problem areas were:

o fiatractors did not utilize the MIMTS for routing cargo from
supplies to ports.
¢ There was questionable use of air transportation, not only were
. obvious low priority cargos shipped by air, but contractors
~ uytilized commercial air instead of military airlift to ship air
cargo at a much higher tariff.
i.  Use of Multiple Contractors Wasteful 75/

The contractual construction effort in RN utilizing the
joint venture concept was designed to be the most economica! method of
operation. Further, it was operated by one service (the Navy) to meet all
US agency requirements. However, at the peak of RMK-BRJ mobilization in
May 1966, DOD made an exception to its single contractor plan and author-
ized the Air Force to contract separately to build the Tuy Hoa Air Base.

Supposedly, the justification was urgency of need, and the
alleged inability of the Navy to accomplish the TURN KEY operation in the
time requiced. GAQ investigation, however, indicated that the Navy con-
tracter (RMK-BRJ) had excess capability to meet the requivements. 00D,

. despite GAO funding and the Navy's view point, permitted the Air Fovce to
construct this $52 million air base utilizing another gemtractor. There is
little doubt this divergence from policy added considerable costs to this
project. The added costs weve;

0 Buplicate eguipment purchased worth seme $7.4 million

0 Premium price paid for eguipment which was bought Ffroa thivd
parties non-competitively instead of through governmeat NICD or
from manufacturer,
Paid double the rate paid on Liher cost type contracts.
Duplicative administrative overhead cost: van to .3 million
dollars.
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6. Construction Material
The construction stocks in theater and in CONUS were inadequate
to support the massive build up in 1965. Difficulties in planning that had

plagued the datermination of force composition and base development
requirezments also deterred thz accurate forecasting of construction
material during the period when the supply pipeline was being estab-
lished.76/ Hence, materiai was shipped on the basis of "best estimates.”
This procedure filled the pipeline and permitted construction to be
accomplished, but its also created excesses and millions of dollar worth of
supplies which could not be accounted for because of the inability of the
services and contractors to receive, store and adequately control in-coming
material. As late as 1971, RMK-BRJ, the major construction contractor was
unable to account for $120 miliion of the $645 million worth of material
imported to RVN in 1965-1966 to the satisfaction of GAO.77/

Eventually, as conditions stabilized the supply was based upon
demand resulting from Virm precjects. Yhe initial supply fiasco demon-
strated the need for an advanced base depot, in the case of RVN, off-shore
with balanced Class IV stocks which could be "called forward" as needed
thus precluding the flooding of the theater ports with low priority and
bulky cargo.78/ Ouring the period 1968-1970 utilizing open-end contracts
this system was instituted utilizing Okinawa and Taiwan to supply RVN with
plywood, cement, tar preducts, pallets, etc.79/

The base development effort in RVN indicated the need to estab-
Tish project stocks of:

) Functional components;

* Long-lead time materials for airbase and water terminal construc-
tion such as landing mats, mobile pre-fabricated piers, and power
barges; and

° Pre-engineered, pre-fabricated relocatable facilities.

A1l the above should be positioned in the theater to reduce
construction effort and increase responsiveness.80/
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7. Bases ard LOC Security Resulting from Base Development Program

The magnitude of the base and cantonment plan had a severe impact
on the facilities and LOC security. Each installation was basically an
island in enemy territory throughout most of the war. Always subject to
Viet Cong mortar, rocket, or sapper attack. A considerable amount of man
power was required, particularly at night, to man the defensive perimeters A
of the logistic bases and cantonment areas. This security requirment
impinged on the operational capabilities of the combat and logistic units.

i o ks

o

G e it g s Fun A

As an example, it was not unusual to find a maintenance unit small-arms

* repair section with 1/3 of its authorized available strength committed to
guard duty. Further, many of the cantonments were white elephants that
burdened the combat force with security tasks which reduced the unit's
capability to accomplish its primary mission.81/

e

Maintenance of security of the land lines of communications is a
major problem that must be faced in any hostile environment. Vietnam was
the first major war in which we had to fight to maintain our land lines of
communication throughout hostilities. A major problem was security of

pipelines, and, as a result, pipelines were used in Vietnam to transport
POL only for short distances. Map 10-5 reflects the POL pipeline system in
RVN. The Army was sucgessful in operating this system except the Qui

Nhon-An Khe-Pleiku line where losses ramn as high as 2.5 mitlion gallons/
wonth due to enmemy action. As a vesult, the pipeline was abandoned in
1969. The important lesson to be learned here is that if assests are not
available to protect and secure a pipeline (although it can be easily ¥

bt g ', P,

e e r e
o e ad ! s

repaired}, it is more efficient to resupply fuel by truck, rail, and

. barge. 82/ .
Attacks on convoys were quite prevalent during the 19651970 time i
o frame necessitating the diversion of combat effort for protection. How- v

ever, much of the logistic convoy protection was provided by military
police and transportation truck company personnel. Expedients such as the
use of armored jeeps, with .50 cal. machine guns, armored cabs on S5-ton
trucks, and MIl3 bodies carried on 5-ton trucks were utilized on the Qui
Nhon-Pleiku LOC.
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The Vietnam National Railway system originated in Saigon. At one
time it served the entire coastal area to Hanoi. As 3 result of World War
I1 and the Second Indochina War, only that portion of the railroad from
Saigon to Nha Trang and Daiat had been restored to service by 1957. By
1960 the system within RVN was operating both scheduled freight and
passenger trains on much:of the line. Coansiderable effort was expended in
the period 1960-1964 to upgrade the entire system with modern rolling
stock, diesel locomotives, modern shop facilities, and maintenante of way
equipment. Typhoons in 1964 did considerable damage to the system and,
combined with unabated Viet Cong sabotage, resulted in severing the system,
in many places, thus restricting operations. Ir 1966, with US AID support,
reconstruction was again attempted. By 1971 nearly 60% of the main lines
and branch lines were in use. The status of the system in 1971 is indi-
cated in Map 10-6. The use of the rail system in the Saigon area reduced

truck traffic in the congested urban/ suburban area, particularly from the -

Saigon port to Long Binh complex and the Thu Duc area. 83/ In an insur-
gency envirvonment railroads, like pipelines, require large security forces
which in themselves cannot prevent the lines from being severed. Undar

such conditions highway <zonvoys or air transport offer the most secure

means for providing needad *wsupply. 84/

H.  THE US WAY OF WAR {19£5-1363)

1.  Early Lagisﬁic‘Supgqrt_Fragmagtea

Until 1965 lagistic support in Vietmam had been fragmented. The
Arvmy provided USARV forces with class Il and IV items which were peculige
to the Servica, class VYV {smsiunition), and direct support maintenance of
vehicles, arwamenés. and calibratios devices. The vemdinder of the logis-
tic support was pravided by the Navy, which had been dasignated in the
1950's as the exscutive ageni respunsibis Tor supporting Military Rssist-
ance Advisory Groups and Hissians'in Southeast Asia. '

US Aramy Ryukyus, on Okinawa, was the off-shore base coamsnd
charged with supporting US Aray forces in RUN. Keguisitions were submitted
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there on a fill or pass basis. In addition, all equipment requiring main-
* . tenmance beyond the direct support capability in country was retrograded to
Okinawa. '
Coqéurrént}y with the formation of the Military Assistance Com=~
3 mand, Vietnam in 1962 the need for a centralized logistic organization was
‘ foreseen by the Commander, General Paul D. Harkins. His requést for a
¥ ' logistic organization was not favorably considered by CINCUSARPAC or
i_ CINCPAC. They felt that such an organization was unjustified at the time,
3 . although the military strength, predominantly Army, had risen from 3,200 to
4 - 11,300 during 1952. 85/
- . : Not until August of 1964 when the strength had nearly doubled did
3 J-4, MACV revive the idea that a US Army logistic command and an engineer
£ . construction capability were required to meet current and future logistic
Q » $upport requirements. Although the JCS endorsed the plan in December for
3 ' dep!oying a logistic command headquarters and an engineer construction
R .. " . grou, Secretary McNamara only approved the plan in principle and requested
= 'i: ; additional justification, particularly tor the engineer force. Finally,
= 5 after raceiving the blessing of a DOD team sent to RVN to study the
- A request, the st Logistic Command was activated on 1 April 1965 in Vietnam
. ‘ , with an authorized strength of 350 personnel and the mission of praviding
E 3 all logistical support to US forces less that peculiar to the other Ser-
: vices. 86/

S
o 3

o During this pre-1965 period the US Army legistic organization was
. completely inadequate to the task at hand. The arrival in RVN in December
4 1961 of the first US Arsly aviation units increased dramatically the need
- for an adequat® logistic support ovrganization. Yo meet the mounting
; requivement the CLoammanding General, US Army Ryukus Is5lands (CGUSARYIS)
-;;é . « . deployed aan ll-man legistic support team to Vietnam, but it contained
T barely'énough perscangl to provide liaiscon duties, or to handg-carry regui-
o sitions to Okinawa. By 1962 this support organization expanded to 323
+ . personnel and became USARYIS Support Group (Provisicnal). This command,
' jaitially subordinate to USARPAC, was predominantly a logistic headquarters
which subsequently evclved into the Army coaponent (USARV) of the sub-

urified command, MACV.
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The basic logistic organization and operations of MACV during y
this early period were inadequate to meet the then-current logistic
requirements and possible future contingencies. In sum, during this 1962« ]
1965 period the logistic system had failed to keep pace with the rapidly 1
expanding and increasingly compliex support requirements. 87/ ;

2. The Move tn Centralization in Army Logistics (1962-1965)

Since the davs of Elihu Root in the early 1900s, there had been a <
number of unsuccessful attempts to reorganize the logistical structure of '
the US Army. Only during the great wars was a centralized control placed i
over the bureaus or technical services as they were later known. 88/ After
World War II, the Army Service Forces, which had provided a centralized
control adency over the technical services in World War II, was inacti-
vated. Until 1962 there were continuing efforts to bring the technical
services under centralized control. D00 was established as a command and
staff layer over the Services. Unification of logistics was taking the
form of single management of commodities. Further, single management of .
sealift, strategic airlift, and land traffic was established. All indi-
cators pointed to greater authority over logistic operations by 00D and
JCS. 83/ The overall trend was toward functionalization rather than
commodity orientation in structuring the logistic organization. Further,
000 continued to eliminate duptication within and between the Services.

In 1961 the McNamara "revolution in crganization” began in the
Defanse Department. The mission or program budget system was adopted.
Project-100 resulted in the fermation of the Defense Supply Agency (DSA)
with the mission of operating a wholesale supply system for common items.
BSA taok over from eight (8) commodity single maragers and nurerous Defense
service agencies previously established. 90/ '

Probably, the most ravolutienary of Secretary NcNamara's study B
projects (3s it eventually turned out) was the one referred to as Project
80 - the study of the Oryanizatior, Fupction: and Proceduve of the Depast-
gent (the Hoelscher Committee). That study resulted is the activation of
Aray Materiel Command (AMC) in August 1962. AMC assumed control over 250
instailation and activities with over 189,000 people. Its inventory of
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weapons and equipment was $23.5 billion and its annual expenditures were
approximately $7.5 billion dollars. Subordinate commands included a supply
and maintenance command collocated with AMC in Wasington, a test and eval-
uation command and five commodity commands: weapons, missiles, munitions,
electronics, and mobility. During the period 1962 to 1965 there was a
personnel reduction in AMC of 25,000 personnel due to base closures,
transfer of functions, improved productivity and budget cuts. 91/ By 1965
the wholesale logistic system of 00D was still in a state of flux. Item
maragement continued to be in a state of change with individual commodity
management moving from one agency to another. Of greater significance to
the Army was the fact that the logistic field organization was still in a
technical service configuration. The proposed functicnalized organizations
of the Combat Service to the Army (COSTAR) concept was not ready for
implementation. Hence, training was hampered and doctrine and procedures
for interfacing between retail and the wholesale legistic system was
unclear.
3. Army Logistic Posture (1 January 1965) 92/
a. Fforces

The Army on January 1965 had a strength of 970,000 personnel
with 98% in the CONUS and the remainder overseas. 62% of the active Army
personnel wer2 in operating forces. In CONUS were eight divisions and a
armoved cavalry wegiment (ACR) with supporting forces. The operating
forces n CONUS were unbalanced, lacking lagistic forces these were to he
provided hy the Reserves in the event of mobilization. Additionally, most
of the logistic support in garrison was provided by post, camp, and station
civilianizéd supply and maintenance activities.

The materiel posture of the Army was significantly below
that required by BOD logistic guidance. Of significance was the following:

Requirements 0n Hand
Principal Iteas $23.58 $58
Secandary Items Depot Assets ' 3.98 1.4
{including Steck Funded)
18-57
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Although in ammunition there were $5 Billion in assets on
hand against a $4.5 billion requirement, only 51% of the ammunition avail~
able were applicable assets. As an average only 59% of the assets were
applicable to the total requirement.33/ Many of the inapplicable assets
included quantities of 60mm, 81mn, and 105mm ammunition with anywhere from
177% to 399% of the requirement. In a very short period of time these
items were to be critically short. Overall, the war reserves were
inadequate as of 1 January 1965. Although the materiel posture indicated
that it was adequate to support the total force eventually deployed, it was
at the expense of degrading the readiness of the remainder of the forces in
cluding the Reserves.

4. Production Base 94/

The mainterance of an adequate production base in peacetime is
dependent on effective industrial mobilization planning. The plannierg for
supporting Vietnam requirements was inadequate. The production in lay-away
was of World War Il design and generally absolete. The constant pressure
from 00G to reduce facilities resulted in the disposal of most of the 0QD
praduction plants. The active and inactive industrial facilities of QOD
still remaining were mostly WWII plants predominantly geaved for ammunition
and propellant production. The Army's private industry munition praduction
units consisted of 240 base production units (GPUs) assigned to 180 private
firms. Of this tota: base, only S50% of GOCO plants and 21X of the BPUs
ware actively prodycing munitions or components therveof. #Hoth the Air
Force and the Karine Corps reliaed on the Army and Navy in-house production
capability for almost all their conventional mupitions. Prior to the build
up, the Air Force guidance provided for S0 days of non-nuclear combat with
modern air mynitions and an additional %0 days using older munitions. The
former requirement was not satisfied until FY 63. QGuidance included
tactical attack aircraft sorties oanly. No suthorization er planning factor
for B-52 aircraft was included. Gross stocks on hand were three tiecs the
tonnage requiresent, however, most of the stocks were general purpose Gombs
Yeft over from Korea.
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5. Pacific Theater Logistically Unready for War in 1965
a. Supply and Maintenance System

In the Pacific Theater the focal point for the supply con-
trol was to be USARPAC headquarters in Hawaii. The USARPAC Inventory
Control Point (ICP) was established under a concept approved in April 1963
to provide a centralized source of logistic data for the Pacific Theater.
It was scheduled to be activated in order to dovetail with the implementa-
tion of the CONUS supply system, the Army Supply and Maintenance System
(TASAMS). 95/ The USARPAC ICP automated system was planned to be installed
originally over an 18-month period. To meet DOD/DA requirements for phase
out of the overseas supply officers at each of the major ports, the
schedule for implementation of the USARPAC system was reduced by one year.
This compression led to many crash and poorly conceived data processing
procedures. In short, electronic accounting machine (EAM) procedures were
converted to a computer operation without basic system redesign. 96/ In
essence the USARPAC ICP installed a fultly automated system utilizing EAM

logic.

In early 1965 the USARPAC supply system was in complete
disarray. The USARPAC ICP was unable to cope with the supply workload even
prior to the major buildup starting in mid-1965. One of the keys to a
responsive supply system is the periodic up-dating of the requisitioning
objectives, a task the ICP in Hawaii (in the spring of 1965) had not been
able to accomplish for six months. 97/ As a result, the depot on QOkinawa
was understocked on high-volume consumer items, and thus was passing requi-
sitions through USARPAC to CONUS NICP's. The resulting delay in satisfying
customer demands of the automated system was due to faulty design. Fur~
ther, the inability of the communication system throughout the Pacific
area to pass digital traffic electronically, completely siowed down the
system. In most cases requisitions in punch card format were forwarded by
courier between the various supply activities in the Pacific with resulting

delays. 98/
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b. Off-shore lLogistic Base Readiness
1) Okinawa

The off-shore base responsible for the support of Army
forces in Southeast Asia was the US Army Ryukus Island command (USARYIS) on
Okinawa. Not only was USARYIS charged with the supplying class II, IV &V
Army-peculiar items, but it was also responsible for back up BS/DS mainte-
nance, for base development planning. Assigned to the command as the
logistic arm in RVN was the US Army Support Group, Vietnam until it was
reorganized as US Army Vietnam (USARV) in July 1965.

In early 1960 the logistic base in Okinawa was operated
by the 9th Logistic Command. However, this unit had been deployed to
Thailand to operate the logistic base there in support of US operations in
that country. As result USARYIS logistic activities were organized into
functional commands directly under headquarters USARYIS. This included
supply, maintena‘::-, aind terminal cocmmands. Although OPLANs 32-64 and
39-65 each had requirements for a Logistic Command to operate the off-shore
base, the exact location of a base had not been finpalized until the spring
of 1965 when the BENSON team was sent from CONUS to Okinawa to study the
situation. Additionally, the 2nd Logistical Command at Fort Lee, Va.,
although in the OPLAN 32-G4 troop list as the off-shore base headquarters,
had not been assigned a planning task in the 32-yr plan. 93/ The USARYIS
organization, methods of operation, and procedures were not capable of
coping with the Vietnam support missions. Required was:

) A logistic headquarters to direct and control the various func-
tional commands as a major subordinate command of USARYIS;

. A completely automated supply system; and

e  Additional ilagistic troops and facilities.

The facilities on Okinawa were some of the best in the
Artly, however, more storage facilities were required to wmeet contempiated

work Yoads.
2) Japan and Other Countries
Japan had been the major support base for US forces in
the Korean war, and many of the US logistic facilities had been returned
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: 3 to Japanese control. However, Japanese maintenance facilities with their
1 : . highly skilled work forces were under-utilized. Japan was an ideal source
| for off-shore, cost-favorabla procurement of supplies and equipment, and it
offered an ideal location for a general hospital center.

Other potential sources of Tlogistic support such as

;-;KE Taiwan, the Philippines, and Singapore had not been fully exploited in the
vi g- | pre-1965 era. Primary reliance was placed upon CONUS sources for supply

support. Overall the US logistic posture in the Pacific area was unpre-
pared to meet a major escaiation of combat troop deployments to Southeast
E . Asiz in a combat role, and that unfortunate circumstance was exacerbated by
‘%’;' } " the president's refusal to call up the Reserve Component.
3 6. Contingency Plans Not Implemented
. Contingency plans for Southeast Asia discussed previously, to

‘2“3"'§ include CONUS activities support plans, had been develuped and changes made
;f' to them as late as February 1965. However, the forces committed te South
;g-, 3 ' Vietnam by DOD/CINCPAC/MACV were far in excess of those visualized under
?; | 'é ' OPLAN 32-65 -- the troop lists for deployment to RVN were in a constant
: 3 state of flux throughout 1965 In general the strength in Vietnam was

: planned to increase by approximately 100,000. 100/ Althcugh the con- ,
9 tingency plans did not resemble the situation as it actually developed,
t those plans did provide valuable insights concerning logistical problem
areas and limiting factors. Unfortunately, action had not been taken to
alleviate many of the logistic constraints. 101/

g v 4 piame . R

I, SUMMARY ANALYSIS AND INSIGHTS

Somewhat overshadowed in this chapter are the formidable demands with

- which US logisticians had to cope and the remarkable performance they

L i achieved. For example, the Army Material Command (AMC), a then newly

. organized agency, had primary logistic responsibilities for supporting the

: buildup in Vietnam and fostered a number of innovative soiutions to major

. 3 obstacles: i

e An automatic supply system which enabled the initial buildup of
forces to be supported,

o -
rr e o
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’ ihe establishment and operation of the floating aircraft mainte-
nance facility in Vietham=-the USN Corpus Christi Bay--that
reduced the pipeline of requirements for high-cost aircraft
ccmpoinents (In FY 68 it overhauled components valued at $44
million at a cost $6.8 million);

. The establishment of the roll-on and roll-off service between
Okinawa, Vietnam, and Thailand, and of the Sea Land container
service to Okinawa and Southeast Asia.

s The use of De Long piers in RVN in lieu of permanent pier con-
struction. v

. The development of Project Power Float, which utilized T-2
Tankars as floating power barges for supporting Vietnam bases.

It shouid &#lso be noted that the analysis and insights discussed
‘herein pertain to a unique experience: a hostile environment in a largely
undeveloped region whereir. our land lines of communication were subject to
enery ground 1ttacks but air, sea, and land LOCs were secure from enemy air
attack. Notwithstanding, 3 number oi major factors surfaced as a result of
the Vietnam experience which the military planner needs to consider and
evaiuate in planning for future poteatial contingencies worldwide.

The Joint Logistic Review Board iuentified the following factors as
having generated unexpectad loyisticel problems:102/ |

¢ US combat Terves were committcd withuut the lead time needed for
normal or special logistic preparatisns.

) US military power was applied incremestally with continual
charges in logistic reauirements, providirg little opportunity
for coherent long-range planninc

) Reserve forces and civilian industry weve not mobiltized despite
the wagnitude of the conflict.

) Logistic operations of the military departments were subjected to
a degree of control at the Department of Defense Jevel that
required the referral of many ruutine logistics decisions io high
levels for resolution.
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The BOM study team would add at least three other significant factors
within PACOM and its component commands that generated unique demands:

. Pre-hostilities logistic contingency planning within PACOM and
its component commands was inadequate to obtain the proper
balance between operational conzepts and logistic capabilities.

. Significant organizational and doctrinal changes were generated
by a major reorganization of the DOD logistic structure from the
technical service orientation to a functional organization in the
early 1960's.

o The retrograde of forces and material from the combat zone (1969~
1972) was done while under fire with continuing high priority
support of the in-country combat forces.

Base development planning failed to receive the priority of emphasis

" required prior to the build-up phase. The logistic problems originating
with the rapid build up were compounded by the lack of facilities.
Although between 1962 and 1965 the US advisory and support strength in
Vietnam increased to 23,000, base development to prepare for major US
intervention was accomplished only on a limited basis. Further, contin-
gency base development plans were not in consonnance with the rapid buildup
that took place in 1965. The theater staff was unprepared organizationally
to rlan, execute, and manage the base development program initiated in
1965. Early efforts prior to 1965 in the base development area such as
road building, field construction, and construction of modern communication
systems were oriented primarily to the economic improvement of the country.
Military aid efforts were devoted to improvements in the training force
structure and unit operational readiness rather than a balanced program to
improve the military-related infrastructuve. (NOTE: This comment reflects
a logistic bias. During the counterinsurgency phase, nation building
assumed a high priority, and it may have been the proper course.)

The base development program executed in Vietnam was unnecessarily
costly due to the philosophy of importing into the combat environment a US
peacetime living standard for the committed forces. Austerity certainly
was not the watchword and fiscal restraints were not practiced. The
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unnecessary costs of the base development program resulted mainly from the
affluent policies of 00D, the Services, and the in-country commands.
Congressional authorization and appropriation acts thus gave the stamp of
congressional approval to wasteful practices.

Failure to mobilize the Reserves caused an immediate serisus shortage
of military engineer construction units necessitating primary reliance
initially on civilian contractors to accomplish the base development pro-
grams. Rapid escalation of the construction program resulted in loss of
affective management control of the contractor effort, both by the prime
contractor and the government contracting agency, resulting in the procure-
ment of unneeded supplies, equipment, and services. Government costs
increased substantially and great quantities of supplies and materiel were
lTost due to inadequate storage facilities, physical security, and inventory
controls.

The rapid buildup of US forces in RVN with their accompanying supplies
and equipment, augmented with the automatic resupply (PUSH) packages initi-
ally, followed by supplies and equipment which they requisitioned (PULL),
created a virtual log jam of supplies and shipping in Vietnam. Insuffi-
cient port capacity and critical shortages of logistic trogps and facili-
ties in RVN adversely affected our capability to receive, store, and dis-
tribute supplies. \

Probably the greatest innovation in-iﬁ}er-theater transportation was
the use of containerization. As a result of General Besson's urgings, MSTS
entered into a contract with Sealand to provide a direct door-to-door
service with 35-foot containers from west coast ports to customers of 2nd
Logistics Command in Okipawa. However, it was not unti) July 1967 that the
service was extended to Vietnam. There was a reluctance on the part of the
Navy to utilize this service initially inasmuch as the rates were higher
than those for their round-bottom, break-bulk, leased vessels. The service
eventually was expanded to include Japan, Korea, Thailand, the Phitippines,
and then Vietnam. Refrigerated cargo, private automobiles, household goods
and ammunition were also subsquently shipped by this service. A major
finding of the JLRB was:

10-64

s i e T



Bilikd hiaalis v ety

THE BDM CORPORATION

Containerization offers the Services a major opportu-
nity for a breakthrough in simplifying and speeding
logistic support to deployed forces. Therefore, the
use of containers should be developed and exploited as
rapidly as possible.

Lack of supply discipline and of confidence in the supply system added
to the problem of large excesses of equipment and materials, generated by:

¢
” © e o

Requisitioning items without adhering to follow-up procedures.
Inflating demands and generating multiple issues of items.
Assigning high priority designations to all requisitions.

Failing to code requisitions as recurring or non-recurring
Hoarding supplies at unit levels either intentionally or because
of ignorance of disposition procedures. (Army manuals and doc-
trine emphasize, even today, forward movement of supply, but
little on the retrograde of excesses.).

Abusing the "blank check" policies in the early stages.

The Vietnam War was fought under peacetime statutory and regulatory
limitations that were inapplicable to the situation. Those affecting

facility engineering functions were:

The limitation on use of 0&M funds for minor construction was not
compatible with requirements of the combat zone or constyuction-
cost escalation. (Limits should be raised to a level sufficient
for a combat theater of operation, and approval authority should
be delegated to an appropriate command level.)

Strict application of the Armed Services Procurement Regulations
(ASPR) on use of personal service contracts is impracticable in a
combat environment. Modification of the ASPR is required to
permit personal service contracts in wartime.

The statutory requirement to notify the House Armed Services
Committee before restoring or rvepltacing facilities damayed or
destroyed by hostile action in a war zone is impracticable, and
authority for reconstruction should be delegated to the approp-
riate in-country command level.
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1
A
1
:
| i

K i Depot overhaul could not be accomplished in Vietnam due to the lack of
skills, facilities, and the combat environment. Hence, an intensively d
managed program was developed to control the flow of serviceable equipment
to Vietnam and the retrograde of unserviceabie assets to out~of-country

3 i_g facilities capable of accomplishing necessary rebuild quickly and economi-
;‘ cally. This "Closed Loop Program" began in Decezuner 1966. Sophisticated -
?; communications equipment and complicated weapons, aircraft and electronics 3
- components were overhauled in CONUS depots. The closed loop program helped ?

- overcome the lack of sufficient assets in the supply pipeline and facili-
| tated a one-for-one replacement cycle.

e A The rapid buildup in RVN without mobilizing the Reserve Component made
gl. f f it necessary to draw on materiel and equipment in or scheduled for the
' Reserves to outfit Regular units deploying to RVN. The inadequacy of War
Reserve Material and Supplies (WRMS) was underscored by the Vietham War.

- 8 Many government-owned production facilities and equipment were obso-
j; ,,ff ‘ lete and lacked funds for adequate maintenance and rehabilitation. The 00D .
{ x disposal effort resulted in too few plants to support contingencies, and
| the grossly inadequate industrial mobilization planning resulted in reduced
responsiveness of the industrial capability.

PRUPIRY

(RS e~ e

i
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J.  LESSONS

In future conflicts, US construction efforts should be a responsi-

: bility of the theater command to facilitate planning, contracting and
'_;i construction execution. The Army should have the primary responsibility F
“3 ; for construction, although the need for augmentation by construction units g
. from other Services must be anticipated and planned for. :

- . ) Severe constraints must be imposed upon the construction effort, . 3
- 3 and only operationally needed facilities should be constructad. :
v § : ) Procedures must be developed to provide effective management

' controls over construction contract efforts, particularly those : :
of the magnitude of the RVN joint venture contract. ;

W i o n L
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¢ Overseas major supply bases are required for the storage of

pre-positioned, long-lead-time construction material and supplies
te increase responsiveness. Major overseas depots should also
serve as major supply points for consummable construction
material which will be shipped forwa.d on "as required" basis.

A closed-loop, centrally controlled, overhaul maintenance system
utilizing both theater and CONUS facilities is essential for peacetime and
wartime maintenance. Additionally, provisions for using such a closed-loop
program must be included in mobilization and contingency plans. It should
be noted that the effectivess of a closed-loop system depends on the avail-
ability of serviceable assets and the timely retrograde of unserviceables
to the maintenance centers. _

The current Army active duty structure fails to provide for adequate
flexibility in meeting facility-engineering force requirements for coniin-
quency operations in less than a total mobilization. B

Failure to practice supply discipline and fiscal restraint in the
early phases of a buildup will contribute materially to serious logisticsl

and fiscal problems.
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CHAPTER 10 ENDNOTES

1. Report, Joint Logistics Review Board (JLRB), "A Summary Assessment Of
Major Findings", in Logistic Support In The Vietnam Era, Vol. I, p. 4.
The board, hereafter referred to as JLRB, was established by the
Secretary of Defense in February 1969 to "review worldwide logistic
support to US combat forces during the Vietnam era so as to identify
strengths and weaknesses and make appropriate recommendations for 5
improvement." The Board submitted its report in three major volumes £
plus 18 mcnographs. 5

2. Memorandum, Office of Deputy Secretary of Defense, subject: Joint
Logistic Review Board (JLRB), dated 17 Feb. 1969. The memorandum
establishes the JLRB's charter and terms of reference.

3. JLRB, preface V. i

4. Vietnam Studies, published by the Department of the Army during the s
period 1972-1975, covering various functional areas of:command and
control, training, logistics, base development, medical support, . f
financial management, etc. These studies consist of a séries of B
monographs done by a representative group c¢f senior officers who
served in important posts in Vietnam. Hereafter these will be -
referred to by author and title of individual study. -~

5. BG James Lawton Collins, Jr., The Development and Training of the
South Vietnamese Army 1950-1972, Vietnam Studies Series (Washingcon,
D.C.: Department of the Army, 1975), p. 27. .

6. Fiscal Year 1973. Annual Report of Major Activities of US Army B
Material Command (U) (Arlington: US Army Material Development and
Readiness Command (DARCOM), Historical Qffice, 1973).
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8. LTG Deng Van Khuyen, RYNAF Legistics, Indochina Refugee Authored
Monograph Program, prepared for the Department of the Avmy, Office of ]
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9. General Cao Van Vien, et. al., The US Advisor, Indochina Refugee
Authored Monograph Program (McLean: General Research Corporation,
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1979.

. Gravel, Pentagon Papers, Volume I, p. 197.
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CHAPTER 11
COMMAND, CONTROL AND COOPERATION

Clearly, more than any other kind of warfare, counter-
insurgency must respect the principle of a single
direction. A single boss must direct the operations
from beginning until the end.

D. Galula, Counter-Insurgency Warfare 1/

Why did the United States and the Vietnamese settle Yor
such a diffuse and fragmented management [command]
structure, which was in such great contrast to an enemy
whc practiced a much higher degree of centralized
control over all of his insurgency assets?

Robert Kamer, Bureaucracy Does Its Thing 2/

A.  INTRODUCTION

The war in Vietnam was unique in many respects, not least of which
were the multiple and sometimes unorthodox command and control arrange-
ments. At the peak of the US involvement in late 1968, there were over 1.6
million South Vietnamese, US and other Free World military personnel con-
centrated in the 660,000 square miles of RVN; no single person or agency
was in overall charge of them. This chapter examines the command and
control structure ynder which US forces operated in Southeast Asia. 0One of
the most contentious issues for US commanders was how best to control the
vast air power available in the theater; this controversy will be examined
here as well as in Chapter 6.

The Principles of War differ somewhat from country to country, but
“"Unity of Command" ranks high on all listings. Nevertheless, this cardinal
rule is difficult to achieve even for national forces in a complex environ
went such as existed in Southeast Asia; when allies are involved command
problems multiply dramaticaily. Since World War I the US has been
“enamored with cealition war and allies," in spite of the numerous
frustrations and difficulties encountered.3/ Many techniques were employed
in Vietnam to obtain at least a workable degree of unity of effort if not
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not command between the South Vietnamese, US and the other foreign ferces.
World War II provided experience and doctrine in working ﬁogether with more
or less equal allies, and the Korean War produced a useful model for con-
ducting a war with a weak and inexperienced Asian ally. The solution
eventually adopted to fight the "Big War" (1965-1969) in Vietnam was one
that depended heavily on coordination and cooperation = an inherently weak
unifier; fortunately during that period, the enemy was never militarily
strong enough to exploit that pntential vulnerability.

Through trial and error during World War II, the US developed the
basic principles of interservice (joint) and interrallied (combined) war-
fare which remain as the core of current US doctriries. After that war,
General of the Army Eisenhower played a key role in ensuring that the
hard-won command experience would not be lost. An early result was the
National Security Act of 1974, which established the Department of Defense,
including a separate Department of the Air Force, and created the basis for
the Unified Command Plan (UCP). President Eisenhower further endorsed the
principla of unity of command in 1958 when he submitted legislation amend-
ing the hational Security Act:

Strategic and tactical planning must be completely
unified, combat forces organized into unified commands,
each equipped with the most efficient weapois systems
that science can develop, singly led and prepared to
fight as one, regardless of Service.4/

The US military chain of command started with the President, as
Commander-in-Chief, and went through the Secretary of Defense to the Uni-
fied and Specified Commands (such as the Strategic Air Command); in
practice the Secretary of Defense naturally issues his orders through the
Joint Chiefs of Staff (JCS). The Services thus weie cut out of the opera-
tional chain as were their Secretaries and Chiefs; the latter, howaver, in
their corporate role as members of the JCS retained their statutory
advisory responsibilities. Despite organizational theory and statutory
constraints on their operational authority, the Service Chiefs are very

11-2
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interested and influential in the planning for and fighting of wars. The
conflict in Southeast Asia was no exception as it provided a large arena
for the natural and sustained "battie" for roles, missions, and resources.

That war intermixed and confused the "normal" relationship between
politics and war fighting, at least to most of the American military who,
through tradition and preference, separate the two - sometimes artifi-
cially. This trait was exhibited near the cleose of World War II when
General Omar Bradley argued, successfully, against attempting to capture
Berlin ahead of the Russians; characteristically, he didn't want to incur
additional casualties for a "political objective."S/ In Vietnam the nature
of the conflict was such that political, economic, and military measures
should have been closely coordinated on a daily basis: 1in Washington,
Saigon, and down to the individual villages and hamlets. Failure to do so
eariier, efficiently, and consistently proved to be one of our more serious
shortcomings. Our opponents adhered to their well-understood and battle-
tested doctrine; they had a more suitable organization and much more rele-
vant experience in insurgency than did the US or its Asian allies.

Theory and organization, however, are of 1little value without the
right leaders for the conflict environment; despite their many shortcomings
and blunders, our enemy's political and military leaders, on balance,
better understood and more skillfully exploited the situation than did
ours. An inferior command and control arrangement can play a part in the
loss of a war, but even a perfect one commanding superior military forces
and financial resource can not ensure success. Human intelligence, adapt-
ability, resourcefulness, and willpower often are more important than are
"chains and climates of comman<".

B.  WHILE ADVISING AND SUPPORTING (1950-1964)

}.  Six Years with the French
The First Indochinese War is usually considered to have begun in
December 1946 with the widespread -~ if fairly weak -~ Viet Miph attacks
against the French. The US did not show overt interest in supporting the
latter until May 1950, and then only because of our fear of the spread of
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“monolithic communism;" one month later the North Koreans attacked the
south, |

The first US Military Assistance Advisory Group (MAAG) for Indo-
china initially was authorized 128 men. A planning group arrived in Saigon
on 3 August 1950 and the remainder on 20 November. Then on 23 December the
"Pentalateral Agreements" for military aid were signed by the governments
of Vietnam, Cambodia, Laos, France and the US. The chain of command ran
from the President through the Navy (executive agent) and the Commander in
Chief Pacific (CINCPAC) to BG Francis G. Brink, Chief of the MAAG.6/

Despite that agreement the MAAG had little influence and no
authority over the training of the indigenous forces; the French Expedi-
tionary Corps retained that prerogative. By statute, US MAAG are required
to ensure that the equipment supplied reaches its proper destination and is
employed and maintained efficiently. The French High Command did not
relish or permit such "end-use inspections" and kept effective control over
the logistics system to the detriment of our MAAG and the fledgling Viet-
namese Nationai Army.7/ The JCS, anxious to find out how US equipment was
being employed, sent Major General Graves B. Erskine, USMC, out to Indo-
china. His report disparaged French tactics and “Beau Geste Forts"; when
the French became aware of this report they were irate.8/ Nor were they
very cooperative with or receptive to the ideas of MG John W. 0'Daniel, who
was sent on three inspection trips to the area by Adw. Radford, then
CINCPAC.9/

After the fall of Dien Bien Phu, the Geneva Conference signaled
the end of the First Indochina War. While Laos and Cambodia became inde-
pendent within the French Union, Vietnam was "temporarily" divided into two
resettlement zones at *he 17th parallel. The French Union Forces included
most of the Vietnamese National Army regrouped in the Southern half. John
“Tron Mike" 0'Daniel, now a lieutenant general and Chief MAAG, worked out
an agreament \ith Gen Ely (who had veplaced Navarre as both High Commis-
sioner for Vietnam and Commander in Chief of the French Expeditionary
Corps}) which gave the US a role in the training of the Vietnamese forces.
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President Eisenhower sent Gen J. Lawton Collins to Saigon as a
Special Envoy, and he negotiated the "Ely - Collins agreement" in December
1954 which granted automony to Armed Forces of the State of Vietnam zs of
the following July. The agreement also provided that the US MAAG would
assist the GVN directly in organizing and training its forces; the French
retained control of any military operations. This was a fundamental change
in relations and led to the establishment of the Franco-American Training
Relations and Instruction Mission (TRIM) on 1 Feb 1955. Policy was coor-
dinated by the Vietnamese Minister of Defense, a senior French general and

4 the Chief of the US MAG. Of the 342 MAAG spaces the US filled 217 staff

and field advisory positions in TRIM. This reduced the capability for
dealing with the expanding logistics problems.10/
2. The Changing Scene

In 1955 a number of key events took place in Indochina: Cambodia
and Laos declared themselves fully independent, and the newly elected Ngo
Dinh Diem established the Republic of (South) Vietnam. MAAG Indochina was
thus rendered irrelevant, so it was reorganized into MAAGs for both Vietnam
and Cambodia, although General 0'Daniel retained the responsibility for
training the Cambodian Air Force and Navy. ODue to the Geneva Accords
restrictions on Laos and its delicate political situation, a Programs
Evaluation Office (PEQ) was established in Vientiane, subordinate to the US
Embassy. The necessary reorganizations permanently fragmented US commnand
and control in Indochina while the Viet Minh and later the Lao Dong Party

) continued to view it as a single theater of operations. 11/
3. The Temporary Equipment Recovery Mission

LTG Samuel Williams, who replaced Gen. 0'Daniel in late 1955,
soon attempted to get more spaces for his MAAG to replace the loss of the
French in TRIM. As an expedient to help solve his growing logistical
problems, he was authorized an additional 350 men to be employed as a
Temporary Equipment Recovery Mission (TERM). Although officially separate
from the MAAG, the mission soon became an integral part of that organiza-

tion.12/
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4, The French Recede
The final withdrawal of French military forces took place in
April 1956 but they continued to advise the Vietnamese Air Force and Navy
for yet another year. Although the French took much of the US-supplied
equipment to Algeria, a great deal was left - some of it recently offloaded
and still boxed - at.the Phu Tho Race Track which was called "The Arc of

Diamonds." The MAAG then had to assist RVNAF in developing an indigenous

logistics system from scratch.

5. Lack of Unity
Throughout this period the overall US effort in Vietnam was

supervised by the US Ambassador; this concept was reinforced when President
Kennedy formally established "Country Teams." In practice, however, the
various US agencies in RVN naturally displayed more loyalty to their supe-
riors in Washington than they did to the ambassador. The complex pulitical-
military situation in RVN provided an additional impetus - if one was
needed - to interservice and interagency bickerings; various organizational
elements often tried to outshine or “scoop" their US competitors. Chiefs
of the MAAG often spent more time and had more influence with President
Diem than did our ambassador. This sometimes was more a matter of persona-
lity and style than it was of protocol. These cleavages permitted Diem
more maneuver room. Clearly the overall lack of unity of effort - on all
sides - was detrimental to US aims.13/

6. Diem Had the Power
President Diem was, for both hetter and worse, the undisputed

Commander-in-Chief of RVNAF. He had a weak Ministry of Defense (MOD) and a

| relatively powerless Joint General Staff (JCS), which was to his liking.

The initial South Vietnamese governmental! and military organizational
structures, carryovers from the French, were overlapping and confusing.
GVN, in reality the Ngo faamily, directly controlled the provinces and
through them districts, villages, and friendly hamlets; the autonomous
cities such as Da Nang, Hue, and Dalat also reported directly to Saigon.
Inftially ARVN was composed of four field and six light Divisions plus
scattered territorial Regiments and other Sudler units. Paramilitary
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forces -- the Civil Guard (CG) and the Self Defense Forces (SDC) =- nomi-
nally were under the Ministry of the Interior and were equipped and trained
by the US Operations Mission (USOM). The National Police had their own
territorial divisions which did not coincide with the political and mili-
tary boundaries.

The organizational muddle inherited and then further complicated
by the Ngos in order to "divide and control" potential competitors for
power, was a severe handicap to both nation building and military opera-
tions. The span of control of the GVN was impossibly broad, yet new pro-
vinces were created by the Ngos to fit their evaluation of the political-
military situation. The NLF and PLAF took advantage of the confused and
diffused command and control arrangements by establishing some of their
Tocal base areas along interprovincial boundaries. This tactic provided
them a great deal of immunity and flexibility. GVN district and province
chiefs were primarily concerned about the security of their own headquar-
ters and the major lines of communications; thus were coordinated opera-
tions too seldom conducted with adjacent provinces. If threatened by
forces in one province, the enemy skipped into a neighboring one until the
GVN troops returned to their home bases.15/

If the Ngos' version of "Centralized Control" was harmful in the
military field, it was even more so in the critical political and paci-
fication arenas. The adverse impact of this mode of governing was analyzed
in chapter 2, "Government", Volume II and in Chapter 5 "Pacification",
Volume V. By contrast, the enemy's organizational structure and methods
far better synchronized the political and military tools available to them.

The aborted paratroop coup against Diem, in November 1960,
started another round of civil and military "musical chairs", creating more
difficulties in command and cooperation at & time when a synchronized
nationwide effort was sorely needed.

In December 1960, the GVN, on US advice, took several steps to
strengthen their organizational structure: the Civil Guard was restored
under the Minister of Defense (MOD), and the territory was divided into
corps and division areas with a separate capital military region.16/
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7. The Insurgency Spreads Rapidly

By the time of the Taylor-Rostow trip to RVN in October 1961, the !
security situation in the countryside, and especiaily in the Mekong Delta,
had deteriorated badly. The USG was faced with a major dilemma: either
increase sharply the scope and effectiveness of US aid and advice or face
up to the probable defeat of our aims in RVN and the rest of Indochina. At
this time there were still only about 900 US military assigned to the MAAC.
although a number of others, to include Special Forces, were in Country on
a Temporary Duty (TDY) basis. .

President Kennedy accepted most of Taylor's recommendatiuns, and
the numbers of advisors and support troops--to include helicopter units--
multiplied dramatically as did arms and supplies to RVNAF. The expanded
role and size of US military forces in RVN required new command and logis-
tics structures. '

The US Military Assistance Command Vietnam (MACV) was established g
in February 1962 with General Paul Harkins selected as the commander : %
(COMUSMACV). There had been some debate in USG circles as to whether MACV i
should report directly to the JCS or through CINCPAC (then Admiral Felt);
the Tlatter's views and those of the JCS prevailed and MACY remained a
subordinate unified Command, under CINCPAC, until it was disestablished in :
early 1973. The primary reason for this arrangement was that "[CINCPAC] ﬁ

T o R T e T

was responsibie for the entire Pacific region, including Southeast Asia, f
and would have to support the command in Saigon logistically. . ."17/ :

Another major consideration was the role that COMUSMACV would have to play
if any of the US unilateral or SEATO Contingency plans were executed. The
State Department concurred in this command reiationship with the under-
standing that the US Ambassador in Saigon would retain his overall author-
ity. 18/ . -

At the time when MACV was established, it was believed that it '
was a temporary expedient to meet and solve a rather short term crisis.
For this reason MAAGYV, with MG. Charles Timmes as chief, was kept intact
under MACV. General Harkins, however, was the Senior US Advisor to RVNAF
and to the Chairman of the JGS. He also was the US Army Component Com-
mander in country.19/
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Gen. Harkin's responsibilities were expanded further in May 1962,
when he was appointed as COMUSMACTHAI; MG. Theodore Conway served as his
deputy in Thailand. Later, due to the sensitivities of the Thais, this
arrangement was changed to place MACTHAI on an equal organizational basis
with MACV. 20/

As the size and missions of the US forces in Vietnam expanded
along with the magnitude of the military aid program, so did the adminis-
trative and logistics problems. Hq. US Army Pacific in Hawaii..."removed
the 'provisional' designation from the US Army Support Group Vietnam, [and]
¢ attached it to US Army, Ryukyu Islands for administrative and logistical

support".21/ The Support Group was under the operational control of MACV.
In July 1962, the Support Group was assigned directly to the US Army,
Ryukyu Islands. Increasing US involvement in intelligence, signal, special
warfare, airmobility, etc. led to the upgrading of the Support Group into a
Support Command under BG "Cider Joe" Stilwell in March 1964. Logistical
control arrangements are examined, in detail, in Volume VI, Chapter 10,
“Logistics and Bases".

In 1962, control of the air assets and space became a problem and
was subject to a number of compromise